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REPORT TO THE PRESIDENT: THE CRISISIN HUMAN CAPITAL

Report by Senator George V. Voinovich, Chairman
Subcommittee on Oversight of Government Management,
Restructuring and the District of Columbia
Committee on Gover nmental Affairs
United States Senate, 106" Congress

. INTRODUCTION

During the 106™ Congress, Senator George V. Voinovich, Chairman of the Subcommittee
on Oversight of Government Management, Restructuring and the District of Cdumbia
(“ Subcommittee”), of the Committee on Governmental Affairs, has been actively examining the
human capital management policiesof thefederal government. Inover 30 yearsasan electedpublic
servant, including eight years asGovernor of Ohio, the Senator haslearned that the individualswho
administer the programs and services on which the public depends are the government’ s greatest
resource. However, it has become clear to the Senator during his short timein Washington that the
federal government isill-prepared to manage its human capital in the 21* century.

Empoweringfederal employeesandthe human capital crisisaretwo important themeswhich
have shaped Senator V oinovich’ sagendaand serveasaguidefor reform. Inregard to empowering
federal employees, Senator Voinovich is interested in and enthusiastic about improving the
management and work culture of the federal career civil service employees and middle-managers
who do much of the heavy lifting yet receive little acclaim for their hard work. For years atizens
have complained about slow and unresponsive bureaucracies, blaming federal employees for the
problems. Perhaps the problems lie not with the employees, but with the management and culture
of the workplace. Do employees receive the training they need? Are they receiving the proper
incentives to do a good job? In short, is the government investing in its people? The
Subcommittee’ sgoal istoidentify thebarriersthat inhibit the effectiveness of federal employeesand
the specific changes, either administrative or legislative, which must take place to allow federal
employeesto maximizetheir talents and make areal differencein thelives of the American people.

Thefederal governmentismoving in theright direction. The Government Performance and
ResultsAct of 1993 (“Results Act”) requires departments and agencies to adopt strategic plans, set
goal sand collect performanceinformation to measurethe effectivenessof their programs. However,
Senator V oinovich is concerned that the formulation of strategic plans and performance goals may
be awasted exerciseif it fails to include the perspectives of line employees and middle-manage's
who really know the programs and how to improve them. Federal employees must be brought into
the strategic planning processand given astakein the success of their programs. Empowered federal
employees, working under the new strategic framework provided by the Results Act, could hdp
agenciesachievetheir goalsand dramatically improve government operations, helping to restorethe
American peoplée s confidence and trust in the federal government and its prograns.



The human capital crisisis another issue confronting the federal government. Since 1993,
the non-postal civilian workforce has been reduced by 384,000 positions overall,' and now stands
at 1.8 million men and women.? These reductions were often accomplished through buy-outs, and
thoseaccepting buy-outswereusually closeto retirement. Many agenciesdid not strategically assess
their human resources requirements before initiating the downsizing of the 1990s, and as a result,
agencies lost institutional knowledge and skills that are difficult toreplace. During the same time
period the government conducted little hiring, which has contributed to an aging of the overal
workforce.

Today, the average federal employeeis 45 years old, and more than half the workforce is
between 45 and 69 years old. By 2004, 32 percent of the federal workforce will be eligible for
regular retirement, and an additional 21 percent will be eligiblefor early retirement. That means by
2004, over 900,000 employees— over 50 percent of the workforce—will be eligibleto |eave federal
service. Senator Voinovich does not expect them all to rush for the exit at once; nevertheless, the
Subcommittee conservatively estimates based on the current rate of retirementsthat at | east 660,000
employees will have retired by 2010, taking with them valuable and perhgos irreplaceable
institutional knowledge, threatening toleave the government with an inexperienced and ineffective
workforce. Any manager faced with such a potential losswithin the next decade would recognize
the immediate need for action to ensure the long-term viability of their organization.

Asexperienced employeesretirefrom government servicein large numbers, the government
will have to hire a considerable number of younger workers to replace them. Surveys of young
adults entering the workforce, including one detailed in the book The New Public Service by
Brookings Institution government analyst Paul Light, indicate that fewer young people are
considering careersin government service when compared to previous generations. In fact, many
young adults consider the government an employer of last resort. This negative image of the
government is further exacerbated by the perception that the federal govermment cannot compete
with the private sector in terms of compensation and benefits. Indeed, with the thriving economy,
low unemployment, and excellent opportunitiesin the private sector, thegovernment may have to
make a much greater investment in the pay and benefits of its employees especidly if it hopes to
competefor and retain the technol ogi cally-savvy workforce necessary for government opeationsin
a society increasingly driven by technology and information.

With akeen appreciationfor the challengestheseissues present, Senator V oinovich believes
we are left with afundamental choice. Will the federal government invest the resources necessary
to compete for talent in today’s information workplace and become a world-class provider of
services? Or will itsinability to recruit, train, and retain the right people, and use them in the most

11t should be noted that there have been over 450,000 non-postal civilian positions cut since January 1993.
Contemporaneously, 70,000 people have been hired, mostly in the Department of Justice (27,000), and the
Department of Commerce for the census (37,000).

2 Office of Personnel Management Fact Sheet, Total Federal Civilian Employment: Federal Employment
Downsizing Statistics, January 2000 to January 1993.



effective manner possible, consign the federal government to increasing irrelevance, essentially
reducing it to an entity that is incapable of functioning as anything more than an allocaor of the
nation’s resources? Will itsability to properly execute its commercial-related activities, such as
promoting trade, regul ating commerce, and issuing patents, be diminished? Will its ability to
provide for the national security be jeopardized? The federal government must develop and begin
implementation of acomprehengve plan in the near futureif the answer tothefirst questionisto be
“yes”

This report is the culmination of the review of human capital management conducted by
Senator Voinovich and the Subcommittee during the 106™ Congress. It details the actions he has
taken to identify and address the challenges outlined above. Senator Voinovich intends to present
thisreport to thetransition team of theincoming administration, with the hopethat the next president
will takeimmediate action to reform human capital managementinthefederal government. Senator
V oinovichlooksforward to working with thenew administration, membersof the Senateand House,
aswell as federa employee unions, public policy think tanks and other interested parties, onthis
vital issue during the 107" Congress. It is and will continue to be an important part of Senator
Voinovich’'s congressional agenda.

. SUBCOMMITTEE ACTIVITIES

Successfully addressing thehuman capital crisisand empowering federal employeeswill not
come about quickly nor easily. No single piece of legislation or executive order can accomplish
thesegoals. For thiseffort to be successful, it must be embraced by Congress, career managers, and
the employees who are on the front lines. Most importantly, it must be embraced by the next
president, the senior |eadership of theincoming administration, and the political appointeeswho will
be placed inthe highest management positionsin departments and agencies. Without the sustained
support of all of the stakeholders, this effort will fal short.

Senator V oinovich hastaken anumber of actionsto bring much needed attention to thisissue
and develop ideas for reforms, which are outlined in this report. The most important activities are
listed below.

A. Senator Voinovich has worked closely with the U.S. General Accounting Office (GAO) to
highlight the state of the federal workforce, both identifying problems and developing
solutions. He has also requested four reports from GAO addressing various aspects of the
human capital issue.

B. From July 1999 through May 2000, the Subcommittee held six hearings which have
examined various aspects of human capital management.

C. The Subcommittee has conducted a survey of training budgets and activities at 12 federal
agencies.



Inaddition to the Subcommittee activities, Senator V oinovich and Senator Mike DeWine (R-
OH) introduced and passed legislation to help the Department of Defense realign its civilian
workforce to better meet the needs of the post-Cold War environment. Senator Voinovich also
cosponsored other important human capital initiatives. All of these activitiesaredescribedingreater
detail below.

A. Cooperation with the U.S. General Accounting Office

The U.S. Genera Accounting Office and its Chief Executive, the Honorable David M.
Walker, Comptroller Genegal of the United States, are aggressively addressing the human capital
crisis. Mr. Wa ker has increased the resources that GAO devotes to and yzing this issue for the

executive branch, and successfully sought legislation granting him new authority to reshape GAO'’s
workforce to meet their future needs.

GAO hasalso been of great assi stanceto the Subcommittee during the 106" Congress. GAO
officials testified at dl six of the hearings which the Subcommittee held on human capital and
management issues, and Mr. Walker himself testified before the Subcommittee on March 9, 2000,
atitshearing, “ Managing Human Capital inthe21¥ Century.” Hisstatement madeacompelling case
for addressing the human capital challenges confronting the federd government. Thefollowing are
excerpts from hiswritten testimony.®

Weat GAO usetheterm“human capital” because—in contrast with traditional terms
such as personnel and human resource management — it focuses on two principles
that are critical in aperformance management environment. First, people are assets
whose val ue can be enhanced through investment. Asthe value of peopleincreases,
so does the performance capacity of the organization, and therefore its value to
clientsand other stakeholders. Second, an organization’s human capital approaches
must be aligned to support the mission, vision for the future, core values, goals, and
strategies by which the organi zation has defined its direction and its expectations for
itself and its people.

It is clear that, in many government entities, the transition to performance
management — and along with it, to strategic human capital management — will
requireacultural transformation. Hierarchical management approacheswill need to
yieldto partnerial approaches. Praocess-oriented ways of doingbusinesswill need to
yield to results-oriented ones. And siloed organizaions will need to become

integrated organi zationsif they expect to makethe most of theknowledge, skills, and
abilities of their people.

At present, serious concerns are emerging about the aging of the federal workforce,

3 statement of David Wal ker, SenateHearing 106-547, March 9, 2000, pages 34, 32, 28, 29, and 29,
respectively.



the rise in retirement eligibilities, and the actions needed to ensure effective
succession planning. The size and shape of the workforce, its skills needs and
imbalances, and agencies’ approachesto managing performanceandincentives(e.g.,
lack of dispersionin ratings) —all need greater attention than they have been given.

Asthefederal performancemanagement framework hasevolved over thelast decade,
the government’ s human capital management has emerged as the missing link. For
the performance management prind ples embodied inthe new reforms to produce a
more businesslike and results-oriented government, agencies must recognize the
indispensable role of people in this transformation.

For performance management to succeed, three enablers will be needed: people,
process and technology. All three are important, but the people dimension is the
most crucial. Processwas addressed by the Chief Financial Officers Act and related
financia management legidation, as well as by the Government Performance and
Results Act (GPRA). Technology was addressed by the Paperwork Reduction Act
and the Clinger-Cohen Act. The people dimension has yet to find the broad
conceptual acceptanceor political consensus needed for fundamental reformto occur.

The federal workforce is aging; the baby boomers, with their valuable skills and
experience, are drawing nearer to retirement; new employees joining the federa
workforcetoday havedifferent employment optionsand different career expectations
from the generation that preceded them. In response to an increasingly competitive
job market, federd agencies will need the tools and flexibilities to attract, hire and
retain top-flight talent. More and more, the work that federal agencies do requires
aknowledge-based workforce that is sophisticated innew technologies, flexibleand
open to continuous | earning.

In his capacity as Chairman of the Subcommittee, Senator V oinovich has requested or co-

requested the following reports addressing human capital, which are listed in chronological order
below. A summary of each report follows.

Human Capital : Key PrinciplesFromNine Private Sector Organizations, GAO-GGD-00-28,
January 2000.

Confirmation of Political Appointees: Eliciting Nominees Views on Leadership and
Management |ssues, GAO-GGD-00-174, August 2000.

Managing for Results: Federal Managers' Views Show Need for Ensuring Top Leader ship
Skills, GAO-01-127, October 2000.

Requested on September 20, 2000, review of selected federal agencies to identify and
examine specific cases in which federal managers have improved their agencies
performance by successully utilizing employee involvement and empowerment strategies.



Human Capital: Key Principles From Nine Private Sector Organizations

This report was requested jointly by members of the Senate Committee on Governmental
Affairs and House Committee on Govemment Reform.* It providesingght into how some private
organizations, recognized for good human capital practices, manage their people to achieve their
missions and goals. The nine private sector organizations examined by GAO are Federal Express,
IBM, Marriott, Merck, Motorola, Sears, Roebuck and Company, Southwest Airlines, Weyerhaeuser,
and Xerox.

Each of the nine organizations reviewed by GA O implemented human capital strategesand
practices designed directly to support theachievement of their specificmissions, strategic goalsand
core values. Although human capital management alone cannot ensure high performance, proper
attention totheworkforceisafundamental building block to achieving an organization'smission and
goals. Based upontheirreview, GAO identified 10 underlying and interrel ated principles of human
capital management that are common to high-performing organizations. Thereport offers practical
examples for federal agencies as they try to improve their own human capital strateges. The
principles outlined below could be adopted in many cases without statutory changes.’

Treat human capital management as being fundamental to strategic business
management. Integratehuman capital considerations when identifying the mission,
strategic goals, and core values of the organization as well as when designing and
implementing operational policiesand practices.

Integrate human capital functional staff into management teams. Include human
capital leaders as full members of the top management team rather than isolating
them to provide after-the-fact support. Expand the strategic role of human capital
staff beyond providing traditional personnd administration services.

Leverage the internal human capital function with external expertise. Supplement
internal human capital staff'sknowledge and skillsby seeking outside expertisefrom
consultants, professional associations, and other organizations, as needed.

Hire, develop, and sustain leaders according to |eadership characteristics identified
as essential to achieving specific missions and goals. Identify the leadership traits
needed to achieve high performance of mission and goal's, and build and sustain the

4 Senators Fred Thompson, Joseph Lieberman, George Voinovich, Richard Durbin, Thad Cochran, Daniel
Akaka; Representatives Dan Burton, Henry Waxman, Stephen Horn, Jim Turner, Joe Scarborough, Elijah
Cummings.

*Human Capital, Key Principles From Nine Private Sector Organizations, GAO-GGD -00-28, January
2000, pages 6-18.



organizati on's pool of leadersthrough recruiting, hiring, devel opment, retention, and
succession policies and practices targeted at producng leaders with the identified
characteristics.

Communicateashared vision that all employees, working as oneteam, can striveto
accomplish. Promote a common understanding of the mission, strategic goals, and
core values toward which all employees are directed to work as ateam to achieve.
Create a line-of-sight between individua contributions and the organization's
performance and results.

Hire, develop, and retain employees according to competencies. ldentify the
competencies - knowledge, skills, abilities, and behaviors - needed to achieve high
performanceof mission and goal's, and build and sustai n the organi zation'stal ent pool
through recruitment, hiring, development, and retention policies and practices
targeted at building and sustaining those competencies.

Use performance management systems, including pay and other meaningful
incentives, to link performance to results. Provide incentives and hold employees
accountablefor contributing to the achievement of mission and goals. Reward those
employees who meet or exceed clearly defined and transparent standards of high
performance.

Support and reward teams to achieve high performance. Foster aculturein which
individualsinteract, support and learn from each other as ameans of contributing to
the high performance of their peers, units and the organization as a whole. Bring
together the right people with the right competenciesto achieve high performance as
aresult of, rather than in spite of, the organizational structure.

Integrate employee input into the design and implementation of human capital
policies and practices. Incorporate the first-hand knowledge and insights of
employees and employee groups to devd op responsive human capita policies and
practices. Empower employees by makingthem stakeholdersin the devel opment of
solutions and new methods of promoting and achieving high performance of
organizational missions and goals.

Measure the effectiveness of human capital policies and practices. Evaluate and
make fact-based decisions on whether human capital policies and practices support
high performance of mission and goals. Identify the performance return on human
capital investmerts.

Confirmation of Political Appointees. Eliciting Nominees' Viewson Leader ship and Management
Issues



In 2001 and beyond, the Senate will consider the confirmation of hundreds of the next
administration’ snomineesto senior positions. Nomineesto political appointmentsrequiring Senate
confirmation should be highly qualified for the positions they are seeking. Years of inattention to
human capital, the struggle to modernize financia and information management systems, and
Congress' insistence that agencies measure and demonstrate results require new agency |leaders to
have a proven track record in the nuts and bolts of sound management and performance

At the Subcommittee’ s March 9, 2000, hearing on human capital management, Mr. Walker
stated that:

Itisclear that federal agency leaders must create an integrated, strategic view of their
human capital — and then sustain that attention to create real improvements in the
way they manage their people. One of the emerging challenges for new presidential
appointeeswill beto add to their traditional policy portfoliosan understanding of the
importance of performance management issues — and particularly, human cepital
issues — to the accomplishment of their agencies policy and programmatic goals.
Through its rolein the appointment and confirmation process, the Senatemay wish
to ensure that future nominees to leadership roles in the executive agencies are
committed to sound federal management, and in particular, to ensuring that their
agencies recognize and

enhance the value of their people.

Senator V oinovich requested amanagement questionnairefor political appointeesfrom GAO
earlier this year which will assist the Senate in its constitutional role to advise and consent on
presidential appointments. In response, GAO reached out to dozens of individuals and groups
experienced in good government andefficient management to solicittheir input. GAO reviewed and
refined suggested questions, and the final product was released on September 7, 2000. Given the
large turnover of political appointees that will occur in the coming months, this product could not
be more i mportant or timely.

The report includes 31 questions on human capital, performance measurement, financial
management, and other factorsthat influence the quality of federal programsand services. Senator
Voinovich envisions committees submitting the questions to nominees either before or during
confirmation hearings. The questions are intended for those appointees who will have significant
program management respongbilities, and their responses will inform the Senate of their
management experience and preparedness for addressing the top management challenges facing
federal agencies, both today and in the next decade. The followingis a sample of the questions.”’

8 Statement of David Wal ker, Senate hearing 106-547, March 9, 2000, page 33.

" Confirmation of Political Appointees: Eliciting Nominees' Views on L eadership and Management |ssues,
GAO-GGD-00-174, August 2000, pages 5,7,8,10,11, respectively.
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Are you familiar with the strategic plan, annual performance plans, annua
accountability report, and financial statementsof your prospectiveagency? What do
you consider to be the most important priorities and challenges facing the agency as
it grivesto achieveitsgoas? What changes, if any, do you feel might be necessary
in these plans?

How would you address a situation in which you found that reliable, useful, and
timely financial information was not routinely available?

Based on your experience, please explain the role technology should play in your
agency to support mission needs. What measureswould you implement to show the
impact technology has in meeting these needs?

If you have spoken with your predecessors — those who have held the position you
now seek — about their “lessons learned” on how to manage the agency effectivdy,
describe how ther advice and experience has influenced your thinking and plars.

To what extent, if any, do you believe that federal employees’ pay should be more
closdly tied to their agencies’ strategic and annud perf ormance god s, and why?

Senator Voinovich does not expect any committee to ask a prospective nominee to answer
all 31 questions, and some questions may not be appropriatefor all nominees. Unlike thedisclosure
forms from the White House or Office of Government Ethics, the use of these questions is not
mandatory. Rather, Senator Voinovich intends for this report to be a valuable tool in determining
the qualifications of nominees. He urges his colleagues to use the questions in a manner they see
fit, in conjunction with the procedures already employed by their committee and depending on the
position to be confirmed and the amount of information the committee may require.

GAOiscurrently devel oping asecond questionnaire to beissued beforethe start of the 107"
Congress, which will include questions on agency-specific management problems drawn from
sourcessuch asthe High-Risk series (areasidentified by GAO ashaving great vul nerability to waste,
fraud, abuse, and mismanagement) and inspectors general reports. Answe'sto these questionswill
assist senators in determining anominees’ knowledge of the programs and functions of the agency
to which he or she is being appointed.

Senator Voinovich is cognizant that nominees for senior positions already face a daunting
array of background investigations and questions regarding their suitability for appointment. The
purposeisnot to simply give prospective nominees additional paperwork, but toimprovethequdity
of federal programs by improvingthe quality of the people appainted to manage them. We cannot
afford, nor should we tolerate, the waste of taxpayer dollars due to incompetent or ill-prepared
managers. Political appointees must be prepared to substantively address the problems at their
agencies, not just give policy direction to the career civil servants. The questionnaires convey the
message that the Senate considers effective managerial skills to be a priority for all nominees to



senior agency positions.

Senator V oinovich has distributed the report to every member and committeein the Senate.
Heisalso sharing bath GAO questionnaireswith the trangtion teamof the nextadministration, with
the hope that they will be successful in recruiting people with strong management backgrounds.

Managing for Results Federal Manage's' Views Show Need for Ensuring Top Leade ship Skills

In 1997, GAO surveyed managers across the federal government to obtain information on
their experiences with results-oriented management practices and related challenges. Thissurvey
was conducted in part to fulfill GAO’ s requirement under the ResultsAct to report to Congress on
the implementation of and compliance with the act. Senator V oinovich requested that GAO update
thesurvey, using the 1997 results asabaseline. He also requested that GA O include more questions
about human capital management and how human capital considerations have fared during the
implementation of the Results Act. Managing for Results: Federal Managers' Views Show Need
for Ensuring Top Leadership Skills, contains the initid results of the 2000 survey. In early 2001,
GAO will provide areport containing a more comprehensive analysis of the survey results.

The updated survey reveals both positive and negative trends in federal management across
the 24 largest departments and independent agencies. In some instances, the data is broken down
by Senior Executive Service (SES) and non-SES managers. Both categories are career employees.
There are approximately 6,900 SES managers and 86,000 non-SES managers in the federal
government. The survey data in the updated report will be broken down by agency, which will
permit the Subcommittee to focus on specific federa agencies that are in need of top-level
management attention.

The purpose of the updated survey isto identify the extent to which a performance culture
is being adopted by the executive branch. Some of the key findings of the report follow.?

Fifty-three percent of managers reported that their agencies top leadership
demonstratesastrong commitment to achieving resultsto agreat or very great extent,
statistically unchanged since 1997. When the data is broken down by Senior
Executive Service (SES) andnon-SES managers, theresultsare quitedifferent. The
percent of SES managers responding to avery great or great extent was 72, and the
percent of non-SES managers responding to a very great or great extent was 52.
Neither represents a significant change from 1997. Thisindicates that, seven years
after Congress passedthe Results Act, nearly half of non-SEScareer managersdo not
think their agency’s leadership exhibits a strong commitment to results.

Federal managers did report an increase in five types of performance measures for

8 Managing for Results, Federal Managers' Views Show Need for Ensuring Top Leadership Skills, GAO-
01-127, October 2000, pages 7, 11,11, and 15, respectively.
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their programs, whichincluded statistically significant increasesinthreeof fivetypes
of measures. However, the percentage responding that information obtained from
performance measurement was subsequently used to implement program changes
declined. For five of the d@ght activities that GAO asked about in both our surveys,
thereported useto agreat or very great extent was significantly lower in 2000. None
of the eight activities reported usein 2000 was higher than it wasin 1997. In other
words, while more managersreport that their programs haveperformance measures,
fewer report that performance information is actually used to influence programs.
“It suggests that efforts to increase the focus on results and the use of performance
information are not penetrating the federal bureaucracy.” This highlights a key
failing of the effort to use performance measures to improve government
performance.

Thirty-six percent of managers reported that managers at their levels have the
decision making authority they need to help their agencies accomplish their strategic
goalsto agreat or veary grea extent, statistically unchanged since 1997. Sixty-three
percent of managers reported that managers at their levels are held accountable for
the results of the programs for which they are responsible to a great or very great
extent, a significant increase of eight points from the 1997 survey. These results
suggest that managers feel they are more accountable, but they do not have more
control over programmatic decisions.

Thirty-one percent of managers reported that, to a great or very great extent,
employees in their agencies receive positive recognition for helping the agencies
accomplish their strategic goals. The difference between the 1997 results does not
approach statistical significance.

Theseresultsconstituteastingingindictment of federal management. They aredisappointing
and underscore what Senator Voinovich and the Subcommittee have concluded: The federal
government must invest more effort in devel oping anew performance-oriented culture that focuses
onresults, and theleadership of federal agencies (including SES, non-SES and appointed managers)
must do more to bring this about.

Review of sel ected feder al agenciesto i dentify and examine specific casesinwhich federal managers
have improved their agencies’ performance by successfuly utilizing employee involvement and
empower ment strategies.

The Subcommittee is interested in identifying the steps necessary to foster a workplace
environment in the federal government where employees maximize their talents and fully meet the
needs of the American people. A magjor component already affecting the workplace environment is
agencies implementation of the Results Act, which Congress enacted to improve program
effectiveness and public accountability by focusing on results, service quality and customer
satisfaction. A key element inimproving agency performance is the successful empowerment of
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employees and their direct involvement in achieving the goals of the organization.

On September 20, 2000, Senator Voinovich requested that GAO review selected federal
agencies to identify and examine specific cases in which federal managers have improved thar
agencies perf ormance by successfully utilizing employeeinvol vement and empowerment strategies,
such as labor/management partnerships, delegations of authority, or other kinds of empowerment
strategies. Specifically, the Subcommittee would like to know, for each case identified: the
employee involvement or empowerment strategies used, the context in which the strategies were
developed, the barriers, i f any, that were overcomeinimplementing the strategies, andtheimproved
resultsthat federal managersattributed to these strategies. The Subcommittee intendsto highlight
such successful drategies as models to be used by other federal agencies.

B. Subcommittee Hearings

The key means of the Subcommittee’ sreview were the six hearings held between July 1999
and May 2000, which are described below. Throughout these hearings, Senator Voinovich
continually emphasized that the employees of the federal government should be treated as its most
valued resource. The human capital challenges confronting the govemment were describedin great
detail, and many worthy proposals for improving the system were heard.

The Subcommittee has examined union-management partnerships, management reform
initiatives, incentivesprograms, and employeetraining. Eachissueisjust onecomponentinbuilding
aworld-classcivil service, and each hearing has built upon the previous one. Thereisan important
synergy between these dements, and if one isweak, the other components are affected. It hasbeen
the Subcommittee’ s goal to demonstrate this synergy and stress that substantial changein all of the
areas the Subcommittee has addressed is necessary to achieve real and lasting improvements in
government operations.

Twenty-three witnesses from the executive branch, state government, GAO, think-tarks,
federal employeeunions, and other interested groupstestified. By involving all of these groups, the
Subcommitteeistrying to build aconsensusfor reform, knowing full-well that any significant human
capital reforms must be passed on a bipartisan bads with the input of dl interested stakeholders.
Many of the recommendationsreceived from these various groups during the course of the hearings
are included in this report.

“ Total Quality Management: State Success Stories asa Model for the Federal Government,” July
29, 1999

Background
On July 29, 1999, the Subcommittee began its review of the federal government’s human

capital policieswith anoversight hearing entitled, “ Total Quality Management: State Success Stories
as a Model for the Federal Government.” The purpose of the hearing was to learn about the
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successful implementation in the State of Ohio of the Quality Services ThroughPartnership (QSTP,
pronounced “Q-step”) program, Ohio’s brand of total quality management, and determine the
feasibility of applyingthe key aspects of QSTP to the federal govemment.

Asimplemented in Ohio, QSTP is a system that attempts to transform the government into
a high performance workplace. QSTP (1) focuses on internal (the government employee) and
externa (the taxpayer) customers; (2) establishes an environment that facilitates team building,
employee contri bution and respongbility, risk taking, and innovation; (3) analyzes work processes
and systems; and (4) institutionalizes agoal of continuous improvement involving all employees’
Thesuccessof QSTPisdependent upon union-management partnerships, robust employeetraini ng,
modern personnd policies, and establishing a system to measure program outcomes.

Testimony

Mr. Steve Wall, Executive Director of the Ohio Office of Qudity Services, and Ms. Teresa
Shotwell-Haddix, Union Quality Coordinator for the Ohio Department of Transportation, testified
on the QSTP initiative's substantial contribution to the reinvention of Ohio State government.
Management and the unions have come together in a unique partnership to guide the overall
implementation of QSTP. The unions have been supportive of QSTP because it has included
effective employee incentives, rewards and educationa and training programs. Nearly every
employee in State government is involved: some 54,000 employees having taken three days of
guality management training. Senator Voinovich himself underwent the three days of quality
management traning with five union presidents.

Improving the training of front-line employeesis akey element of QSTP. The Workforce
Development Fund was established, and the union workforce agreed in their last collective
bargaining agreement to allocate a nickel-an-hour of their raise, and an increasing increment
thereafter, to the Fund. Employees can now tap into almost $5,000 a year to spend on a variety of
training options, such as college courses, career enhancement or computer training.

Teamsof employees—those on thefront lines— ook to make improvements by determining
customer needs, andyzing the current process and sear ching for ways to eliminate ineffidencies.
Ohio’ s state employees have established over 3,000 formd teams and thousands of informal teams.
Each year, the State holds “Team-Up Ohio,” a public employee fair to highlight the efforts of the
workplacereformteams. In Senator Voinovich’ slast yearas Governor, over 5,000 public employees
attended, eager to show off their innovations and improvements.

% Florence Clark Riffe, Words & Deeds, The Achievements of Governor George V. Voinovich, Ohio
University Special Publications, 1999, page 12.
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These partnerships have yielded substantia improvements in performance, and in many
cases, state employees proved that they can compete with the private sector. For example, apublic
golf course in Ohio was being poorly managed by a private contrector, repeatedy overspending its
budget. State employeeswere given the opportunity to take over the management, and now they are
turning a profit.’® Another good example is described in Transcript, the Ohio Department of
Transportation monthly employee newdetter.* Ohio transportation workers re-paved aparking lot
for about $9,000 — $7,000 less than a contractor would have charged.

In their testimony, Mr. Wall and Ms. Shotwell-Haddix conclude that through QSTP, the
State of Ohio has saved money, ushered in a new era of management-employee cooperation, and
vastly improved the operation and delivery of services. On March 9, 1997, an article in the
Washington Post stated, “Ohio is one of the best examples of 1abor-management partnerships in
government.”*?

Mr. J. Christopher Mihm, Associate Director for Federal Management and Workforcel ssues,
General Accounting Office, and Ms. Deidre Lee, Acting Deputy Director for Management, Office
of Management and Budget (OMB), submitted their statementsfor therecord. Inhistestimony, Mr.
Mihm stated that if the federal government isto achieve major improvements asenvisioned by the
Results Act, it must have management and process improvemernt initiatives that employ the
principles of quality management. Mr. Mihm outlined five principles that are common to both
quality management and the performance-based system in the federal government. They are:*®

Strong leadership that setsa clear and consistent vision of where the organization is
going. Political appointees and senior career officials must work together to
communicate this vision throughout the organization.

A clear understanding of what is to be accomplished and how progress will be
gauged drives daily operations. Organizations recognize the importance of using
results-oriented goals and quantifiable measures to address program performance.

High-performing organizations appreciatethat effectively managing and developing
an organization’s human capital is essential to achieving results. Organizational
successis possible only when the right empl oyees are on board and are provided the
training, tool s, structures, incentives, and accountabil ity to work ef fectively.

0 oral tegimony of Steve Wall, Senate hearing 106-351, July 29, 2000, page 12.

H Transcript, Ohio Department of Transportation employee newsleter, June 1999, pages 8-9.
2 The Washington Post Magazine, March 9, 1997, page W08.

13 Statement of J. Christopher Mihm, Senate hearing 106-351, October 15, 1999, pages 37-41.
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High-performing organizations understand and articulate how their day-to-day
operationsand processes contributeto mission-rel ated resultsand improved customer
satisfaction.

Decision making processes should be based on accurate, reliable, and timely data.

In her testimony, Ms. Lee sated that quality management principles and practices are
widespread throughout the federal government. She said that federal departments and the National
Partnershipfor Reinventing Government arefocused on fiscal discipline, downsizi ng, restruct uring,
and other initiatives to make government “work better and cost less,” while OMB has been focused
on implementation of the Results Act, the 24 Priority Management Obj ectives, and streamli ning.**

“ Quality Management at the Federal Level,” October 15, 1999
Background

On October 15, 1999, the Subcommittee held its second hearing onthefederal government’s
human capital policies, entitled, “Quality Management at the Federd Level.” The purpose of the
hearing wasto examinefederal agencieswhich arecurrently inthe midst of substantial management
and organizational change in order to learn how they are making the transition to a moreresults-
oriented culture. It focused on the Internal Revenue Service (IRS) and the General Services
Administration (GSA), both of which have undergone or initiated significant reorganizations in
response to congressional oversight and criticism of management and customer service practices

Testimony

The Honorable Charles O. Rossotti, Commissioner of the IRS, discussed how the IRS is
changing as aresult of the reorganization mandated by Congress. Theagency hasdevel oped a new
mission statement and now considers custome service, as opposed to enforcament actions, its
highest priority. Hediscussed how rank and file employeeswere being involved in major decisions,
and how important this is to a successful reorganization. “We have over 500 front-line people
working from all parts of the IRS with usin aset of design teams and they are very carefully going
through an analysis of what we need to do and have aready come up with very effective
recommendationson how we need to moveforward, and we are going to continueto use that process
as we implement this change.”*®

A key part of the IRS restructuring was granting the agency greater flexibility to manageits
personnel. This has alowed the IRS to recruit senior executives from the private sector who

14 Statement of Deidre A. Lee, Senate hearing 106-351, July 29, 1999, page 51.

5 oral testimony of Charles Rossotti, Senate hearing 106-392, October 15, 1999, pages 6-7.
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“had experience with some of these best practices that we are trying to implement.”*® The agency
isalowed to offer them compensation up to the level of the vice president. Asof the hearing, they
had recruited seven executives using the new authorities.

Senator Voinovich asked if employees had been involved in developing the IRS new
mission statement. Mr. Rossotti explained that the mission statement was devel oped with the input
of both external and internal stakeholders, and that after receiving suggestions, asmall group of IRS
employeesformulated anumber of possible mission statements. Afterwards, employeeswereagain
given the chance to comment, and more than 1,000 employeesresponded. Thisisillustrative of the
type of employee involvement that IRS management is trying to develop.

Mr. Rossotti also discussed the challenge of replacing antiquated information and daa
systems. “We are embarking on one of the biggest technology modernization programsthat | have
ever encountered, and | have spent 28 years in the business.” He stated that, “old technology that
the IRS currently depends on isthe biggest barrier that our employees haveto being able to deliver
quality service. So we are faced with almost a complete renewal and reengineering of our
technology base.”*” Whilethe| RShasmadesignificantinitial progressinitsreinvention, thereform
effort underway will take at least a decade.

Ms. Martha Johnson, Chief of Staff of GSA, discussed agency changes over the last severd
years. The agency has also downsized significantly, going from roughly 20,000 employeesin 1993
to 14,000 today, and has been reorgani zed to reflect the leaner workforce. Furthermore, GSA isho
longer amandatory supplier for federal agendes, and asaresult, GSA hastried to makeitself more
competitive by leveraging technology, focusing on customer service, and increasing the
“employability” of its workers.

In a knowledge society, every person has to be skilled. One way we gpproach this
challengeisby turning anoldideaonitshead. Theoldideaisjob security. Our new
ideaisempl oyability. Our economy isrobust andfluid. People need the security of
knowing that they are desirableand competitive. Our job isto meet their curiosity
and drive for skills with mechanisms to build their skill set.’®

GSA has used the Internet extensively as a training tool and to solicit employee feedback.
“Wehaveamoreinformal but technol ogically-based conversation aboutthethingsgoing onat GSA,
| think that isvery important.”*® In addition, GSA has had its senior executives change jobs so that
they develop skillsin new areas. “We are delighted that GSA executives have changed jobs, the

16 Id, page 6.
.

18 Oral tegimony of Martha Johnson, Senate hearing 106-392, October 15, 1999, page 9.
19 Id, page 20.
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cheapest training possible ... Seeing the senior |eadership changing jobsraises the bar for the entire
organization.”*

Ms. Colleen M. Kelley, National President of the National Treasury Employees Union,
(NTEU), discussed the involvement of NTEU members in the IRS reorganization, and on balance
Is pleased with their participation and the resultsto date. Ms. Kelley stated that the modernization
of the IRS called for the establishment of 11 different design teams. “More than 2,300 NTEU
members responded to the initial possibility of involvement in the modernization of the IRS, even
though their involvement on these teams meant many months away from home and from their
families.”?* Eventually 150 employees participated on these teams, whose mission was to examine
and analyze systems and processesin areas such as information technology and taxpayer services,
and then recommend changes and improvementsto the commissioner. The Restructuring Act also
established the IRS oversight board. Congress placed anlRS employee representative on the board,
insuring that employees views would be heard as the IRS restructures. Ms. Kelley said that
“partnership is an avenue that permits us to work together towards our shared goal, and for that
reason, we have embraced it.”#

Ms. Kelley stressed that customer service has been an important part of the agency's
reinvention.

One particular focus of our partnership with the IRS has been improving customer
service. This hasincluded providing not just longer office hours, but hours which
meet the taxpayers needs, such as taking our services to more customer-friendly
environments likelibraries and shopping malls, employing the laest technology to
do this, and aso providing thecritical training that employees need to do thejob that
they want to do.”®

The agency dso established Problem Solving Days. Thisis a nationwide effort to provide
taxpayers with direct assistance with tax questions and problems. Fdlowing the first series of
Problem Solving Days, taxpayers rated employees on their courtesy, competence, fairness of
treatment, effort put forth toward solving problems, and convenience of office hours. Surveyshave
shown that both taxpayers and employees believed these efforts were successful.

“Given aclear goal and adequate time and resources, IRS employees can deliver alevel of service
that in many cases actually exceeds that expected by taxpayers.”*

0 Id, page 9.

2L oral tegimony of Colleen Kelley, Senate hearing 106-392, October 15, 1999, page 25.
21d.

2 Id, page 24.
2 Id, page 25.
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Mr. Bobby L. Harnage Sr., National President of the American Federation of Government
Employees (AFGE), testified on behalf of the largest federal employees union. Mr. Harnage was
critical of GSA’s management, arguing that GSA was reluctant to involve employees in major
agency decisions. Mr. Harnage said that, “ success stories of labor-management partnershipsin the
federal government are still largely theexceptions,”* though
he also expressed his hope that relations with GSA management would improve in the future.
Hedid, however, point to two other examplesthat he believesillustrate excellent management-labor
relations: theU.S. Mint and the U.S. Navy Crane Naval Surface WarfareCenter (“Crane”) in Crane,
Indiana. “The key to success at the Mint, as it is at Crane, is the willingness of the agencies to
engage the union as afull partner in the most important, fundamental issues of the workplace.”*

Craneis an acquisition and fleet support organization. It hasa$500 million annual budget
andisthe 12" largest employer in Indiana. Faced with downsizing and outsourcing, AFGE members
and Crane management formed a partnership to ensure the future of the installation.

Asthe partnersbegan to realizethat the very future of their facility wasunder threat,
they joined together to turn thingsaround. The union and management are putting
into place an ambitious and courageous business and processes reengineering They
have identified millions of dollars in projected savings and are making decisions,
based on data, about what kind of work they should be doing and how they should
be doing it. In addition to saving millions of dollars, they possibly are also saving
lives?

Mr. Harnage explained that the Mint and AFGE had “had a long history of adversarial
relationships and spent far more time trying to win cases aganst each other rather than trying to
improve the way we did our jobs.”® However, Mint Director Philip Diehl agreed that the union
should be included in the development of the strategic plan, and AFGE and the Mint signed a
partnershipagreementin 1994. “Sincethefirst joint strategic planning meeting in 1994, AFGE and
the Mint have worked together to reach the goals they set and refine them each year.”®

Mr. Harnage described the impressive results since then. In 1997, $1.4 million in cost
savings, cost avoidance, and improved resources allocations was documented. In 1998, the
partnership managed to reduce expenses by an additional $4.7 million. Profitsfrom producing and

2 statement of Bobby Harnage, Sr., Senate hearing 106-392, October 15, 1999, page 78.

% Oral tegimony of Bobby Harnage, Sr., Senate hearing 106-392, October 15, 1999, page 27.

27 4.

4.

2 4.

18



selling circulating coinshaveincreased by $166 million, and “the amount of money the Mint has sent
back to the American people through the general fund has increased from $465 million to $562
million.”® The Mint estimates that 25 percent of this increase was attributable to cost reduction
measures that the partnership had put in place.

The primary witness for the General Accounting Office was Mr. J. Christopher Mihm,
Associate Director of Federal Management and Workforce I ssues, General Government Division,
accompanied by Mr. James R. White, Director of Tax Policy and Administration Issues, Geneal
Government Division, and Mr. Bernard Ungar, Director of Government Business Operdtions|ssues,
Genera Government Division. Mr. Mihm discussed six necessary elements for government
agencies to undertake reforms successfully: (1) a demonstrated |eadership commitment and
accountability for change; (2) the integration of management improvement initiatives into
programmati cdecision making; (3) thoughtful and rigorous planning to guidedecisions, particularly
to addresshuman capital andinformation technol ogy issues; (4) employeeinvolvementtoelicitideas
and build commitment and accountability; (5) organizational alignment to streamlineoperationsand
clarify accountability; (6) strongand continuing congressional involvement.

Theauditors painted ableak picture of the involvement of federal managersinthe activities
of their agencies. A survey conducted by GAOin late 1996 and 1997 found that: only one-third of
non-Senior Executive Service managers (as opposed to nearly three-fourths of the Senior Executive
Service managers) reportedinvolvement in establishing long-term strategic goalsfor their agencies;
lessthan one-third of non-Senior Executive Service managersfelt that to agreat or very great extent
they had the decision making authority needed to accomplish strategic goals; only about half of the
managerssurveyed reported that they were being hel d accountablefor program results; and only one-
fourth of non-Senior Executive Service managers reported that to a great or very great extent
employeesreceived positive recognition from their agenciesfor effortsto help accomplishstrategic
goals*

“ Managing Human Capital in the Twenty-First Century,” March 9, 2000
Background

On March 9, 2000, the Subcommittee held its third human capital hearing entitled,
“Managing Human Capital inthe Twenty-first Century.” Thehearing focused onthe human capital
management challenges that will confront the federal government during the coming decade and
what should bedoneto meet those challenges. U.S. General Accounting Office Comptroller General
David Walker and Office of Personnel Management Director Janice Lachance testified.

0q.

3L Oral tegimony of J. Chrigopher Mihm, Senate hearing 106-392, October 15, 1999, page 35. See also
Managing for Results: Federal Managers' Views Show Need for Ensuring Top Leadership Skills, GAO-01-127,
October 2000.
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Before the hearing itself is described, it is useful to review what GAO and the Office of
personnel Management (OPM) are doing to address the government’ s human capital challenges.
Mr. Walker is directing substantial GAO resources to human capital issues, and is considering
adding human capital to GAO’ sHigh-Risk list in January 2001.3 GAQ's Strategic Objective Plan
2000-2002 includesasection entitled, “ Identify and Facilitate the Implementation of Human Capital
Practices That Will Improve Federal Economy, Efficiency, and Effectiveness.” The plan states:®

Among federal agencies assets, one of the most important is their workforce. For
agencies, building and maintaining an effective workforce —their human cepital —is
critical both to the accomplishment of their missions and to efficient, effective, and
economical use of taxpayer funds. Howeve, while financid management,
information management, contracting, and performance management have all been
the subject of major reform legidation in the 1990s, no consensus has emerged on
thefundamental structural or policy changesthat may be needed to addressagencies
management of their human capitd.

At itscore, sound human capital management requiresawell-grounded analysisthat
continually links an agency’ s human capital policiesand practicesto its mission and
strategies. Yet strategic workforce planning has often been neglected in federal
agencies. For example, despite an explicit requirement that agencies take human
capital into account in developing their strategic plans under the Results Act, the
majority of plans show little evidence that this has been done. The implications of
poor human capital management ared ear; not having enough staff with the necessary
skills has limited several agencies’ ability to perform essentid functions.

In this area, GAO will:*

Develop and promulgate a human capital self-assessment guide.

Identify best practicesfor human capitd management in leading privateand public entities.
Evaluate alternative models for identifying and developing executives.

Evaluate retirement challenges facing federal agencies.

Assess selected ggencies’ human capital management practices.

The Clinton administration is also addressing federal workforce issues. In the fiscal year
2001 budget submission, the administration included in its list of 24 Priority Management
Objectives:

% oral tegimony of David Walker, Senate heaing 106-547, March 9, 2000, page 7.

33 Governmentwide Management Reforms, Strategic Objective Plan, 2000-2002, U.S. General Accounting
Office, page 8.
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Alignfederal human resourcesto support agency goals: Recognizing that peopleare
critical to achieving results Americans care about, the Administration will undertake
astrategic approach to human resources management. First, OPM will helpagencies
strategically assess their human resources to ensure a quality federd work forcein
the 21% Century. Amang other things in 2000, OPM will complete the design of a
prototype work force planning model that will allow line managers to analyze ther
current work force and prepare “what-if” scenarios under a variety of recruitment,
restructuring, or mission change models. Second, OPM will work with agendesto
ensure labor-management initiatives to empower executives, line managers, and
especially employees to improve customer service and get mission results. Third,
OPM will encourage agencies to make better use of flexibilities in existing human
resource policies, systems, and available tools. OPM will also submit legidative
proposals, where necessary, consistent with these human resource management
strategies®

According to OMB,* a fourth component was added: OMB will undertake actions to
reinforce OPM’ s plan and tohighlight direction givenin aPresidential Memorandum issued on June
9, 2000, “Actions to Further Improve the Management of Fedaral Human Resources.”*” The
memorandum directs the heads of each executivedepartment and agency to take appropriateaction
to:

Fully integratehuman resources management int o your agency’ splanning, budgeti ng,
and mission evaluation processes, and clearly state specific human resources
management goals and objedives in your organization's strategic and annual
performance plans;

Renew your commitment to recruit, develop, and manage your workforce to ensure
high performance;

Provide for the continued development of a highly competent corps of human
resources management professionals to assist agency line managers in ensuringthe
most effective use of their workforce to accomplish the agency mission.

The memorandum also redesignates the Interagency Advisory Group of Federal Personnel
Directors as the Human Resources Management Council. Itischairedby the Director of OPM and

% The Budget of the United States for Fiscal Year 2001, Government Printing Office, Washington, DC,
2000, page 298.

% Statement of Deidre Lee, Senate hearing 106-682, May 18, 2000, page 87.

37 Memorandum to the Heads of Executive Departments and Agencies, Subject: Actions to Further Improve
the Management of Federal Human Resources, The White House, June 9, 2000.
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includesthe senior human resourcesmanagement officia from each executive department or agency.
The memorandum directs that this Council will continue to:

Provide a forum for communicating and evaluating governmentwide human
resources management policiesand sharing bed practices,

Promote collaboration across agency lines and with OPM to foster policies and
actions to achieve adiverse federal work force that is skilled, flexible, and focused
on results and service to the nation;

Collaborate with OPM to identify and address emerging human resources
management iSsues.

Findly, it directs that beginning on October 1, 2000, and annually thereafter, agencies shall
include human resources management objectives and means to accomplish these objectivesin thar
annual performance plans.

Most recently, OPM issued its five year strategic plan, Federal Human Resources
Management for the 21% Century, on September 30, 2000. The plan outlineshow OPM “will shape
human resources management to ensure federal agencies are able to recruit, manage, and keep the
best people to do the work of our government.”*® The Subcommittee anticipates that some of these
recommendations will be forwarded to Congress for consideration next year.

Testimony

Mr. Walker noted that while Congress passed several pieces of legidlation in the 1990s to
improve federal finandal management, information management, procurement reform, and
performance measurement, no consensus has emerged on the fundamental structural or policy
changesthat are needed to address human capital. He stressed that “it isimportant that we not wait
for legislation,”* and that Congress and the execautive branch must do all they can to modernize
human capital practiceswithin the context of current law, whileworking together on the legidative
reformsthat will be needed. Mr. Walker stated that a human capital framework should have five
elements: strategic planning; organizational alignment; |eadership; talent; and performance culture.

Ms. Lachance describedthe administration' seffortsto reform human capital. Asmentioned
above, the 2001 budget submission included the Priority Management Objective, “align federal
human resourcesto support agency goals.” Under thisinitiative, OPM is developing aworkforce
planning model that agencieswill beabletotailor to their particular needs. The project wasinitiated

38 Federal Human Resources Management for the 21% Century, Office of Personnel Management, Strategic
Plan FY 2000 - FY 2005, page 5.

¥ oral tegimony of David Walker, Senate hearing 106-547, March 9, 2000, page 5.
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in late 1998, after analysis showed that large numbers of employees across all agencies would be
eligiblefor retirement in the coming decade. Director Lachance said that, “everyonein leadership
positions across the executive branch understands that these numbersarereal, that they are catching
up to us, and that they have to act.”*

Ms. Lachance stated:

Thisyear we will design aworkforce planning model that will enalde managers to
analyzethe current workforce and, using a variety of “what if” scenarios, determine
what kind of workforce will be needed in the future. The model will use both
governmentwide and agency-specific workforce data to help agencies idertify
occupational needs, skills gaps, recruiting sources, inconsistenciesin diversity, and
succession issues. Agencies will also be able to rely on the data to anticipate new
trends in attrition and retirement and predict both shortages and growth in key
occupations. Workforce modeling will help closethe gap between the workforce
they have today and the one they will need in the future.”*

OPM plans to have a prototype of this framework available for a pilot test by the Social
Security Administration. Once it has been tested and revised, OPM hopes to make it available
governmentwide by late 2001.

Ms. Lachance al so addressed the status of human resources profesd onalsin the government.
OPM has “done a significant study on the state of the human resources profession in the federal
government and we have found there are skillslacking, that the human resources profession has
suffered from being considered asupport functionin an agency. We arehoping to elevatetheentire
profession, advise agencies on the kind of training and skillstha the human resources professionds
need and urge every agency to have their human resources professionalsat the table when they are
developing their strategic plans and goals for the next several years.”*

“ The Effectiveness of Federal Employee Incentive Programs,” May 2, 2000
Background
On May 2, 2000, the Subcommittee held a fourth oversight hearing entitled, “The

Effectiveness of Federal Employee Incentive Programs.” The Subcommittee examined whether
current incentives — including recruitment bonuses, flexible office hours, telecommuting, onsite

O oral tegimony of Janice Lachance, Senate hearing 106-547, March 9, 2000, page 15.
4 statement of Janice Lachance, Senate hearing 106-547, March 9, 2000, pages 57-58.
42 Oral tegimony of Janice Lachance, Senate hearing 106-547, March 9, 2000, page 11.
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daycare, vacation time and performance pay — are adequate to bring quality people into government
service and retain the best and the brightest. Many people that seek employment in the federa
government are motivated by the desire to serve their country, but this sirit cannot be taken for
granted when the employment opportunities in the private sector are more attractive than ever due
to a thriving economy. The federal government must act to counter this trend by offering the
incentives that will make it a more attractive place to work.

According to GAO, the following elements relating to incentives should be a part of federal
agencies human capital framework:*®

A compensation system that helps acquire, motivate, retain and reward employees.

Workplaceflexibilities, services, facilities, and work-life programsto help it compete
for td ent and enhance employee satisf action and commitment to the agency.

Managers that enable and motivate performance while ensuring accountability and
fairness for all employees.

Incentives should be clearly and meaningfully linked to performance.

The agency should encourage and motivate employees to contribute to continuous
learning and improvement.

Poor performance must be held accountable, and agency |leaders should support
managers and supervisors who give employees frank and constructive feedback.

Unfortunately, two surveys of federal employees conducted during the last several years
indicateasignificant level of dissatisfaction with current incentive programs. In1996-1997, OPM’s
Office of Merit Systams Oversight and Effectiveness conducted a comprehensive study entitled
Soecial Study on Incentive Awards, which examined incentive programs at 15 federal departments
and agencies. OPM found that the primary weaknessesof awards programsare: (1) lack of employee
confidencein awards programs, and (2) uneven partid pation and fundinglevels** According to the
aurvey, less than 40% of the federal workforce believes that awards are gven based upon
performance or that management selects the most deserving employees.” Much of the employee

4 Human Capital, A Self-Assessment Checklist for Agency Leaders, GAO-OCG-00-14G, September 2000,
Version 1, pages 21-23.

a4 Special Study on Incentive Awards, Office of Merit SystemsOversight and Effectiveness Office of
Personnel Management, August 1998, page 1.

4, page 17.
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discontent arises from agencies’ heavy reliance on performance awards that are linked to appraisal
systems which are considered to be ineffective. The report states:

During interviews, employees often complained that supervisors varying
performance rating styles (e.g., liberal versus conservative) and differing personal
philosophies and biases regarding incentive awards were sources of inconsistencies
and, thus, unfairness. Employees and supervisors alike expressed the opinion that
managers were sometimes forced by headquarters-imposed restrictions and/or
“guotas’ to rotate award recipients from year to year, regardless of who were the
most deserving. Many employees aso viewed the lack of awards ceremonies and
other publicity in their organizations as confirmation that the fairness and integrity
of award decisions had been compromised.*®

In addition, among the 15 agencies reviewed, the awards recognition rates varied
significantly, ranging from zero to about two awards per employee. The report sates:

Whilecausesfor thewidevariationin agency-widespending for performanceawards
and special actscould not befirmly established, possible contributing factorsto these
differences include: inconsistent levels of awards program emphasis and support
from department/agency/bureau headquarters; delaysin gppropriationsbills varying
degrees of effort to reinvent and redirect awards programs trends away from
historical patternsthat heavily favored performance avards; and inadequate controls
on/monitoring of awards spending.*’

On March 31, 2000, the National Partnership for Reinventing Government and OPM issued
areport on asurvey that they conducted entitled, 1999 Employee Survey - Making Government a
Great Place to Work. According to the survey, federal employees “expressed the greatest
dissatisfaction with how employee performance is handled. Two out of three employees believe
rewards are based on something other than merit; many cited bias and favoritism.” Employees
responses on incentive-related questions are shown on the following table.*®

Questionnaires favorable neither unfavorable

Creativity and innovation are rewarded 29% 25% 46%

4 Id, page 18.
4 Id, page 9.
“8 1999 Employee Survey: Making Government a Great Place to Work, Nationd Partnership for

Reinventing Government and Office of Personnel Management, Washington, DC, March 31, 2000. Retrieved
December 1, 2000, from the World Wide W eb: http://www.employeesurvey.gov/.
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Employees are rewarded for working together in 36% 18% 46%
teams (for example, performance ratings,
cash awards, certificates, public recognition)

Corrective actions taken when employees do not 28% 27% 45%
meet performance standards

Testimony

Mr. Henry Romero, the Associate Director of Workforce Compensation and Performance
Service at the Office of Personnel Management, described the various incentives that are available
to agenciesand theflexibilitiesthat agencies haveunder thelaw to customize programsto meet their
particular needs. Agencies can offer recruitment and retention bonuses, tuition assistance and
reimbursement, and family and medical leave, and other benefits. “Federal employees haveaccess
to more than 250 federally supported or assiged child-care sites around the country. We are very
pleased that recent legislation permits agencies to use appropriated fundsto make child care more
affordable for their lower-income employees.”*

He also stressed theimportance of competitive pay. “It isimportant that the basic salary we
pay our employees be competitive with other employeesfor similar kinds and levels of work. This
isagoal that hashistorically been difficult to achieve. Also, there hasbeen considerable controversy
over the years on how to compare the salaries of federal and non-federal employeesin ameaningful
way."

With regards to flexible work schedules, he noted that the federal government has been a
leader in this area since the late 1970s, and that efforts are being made to expand flexibilities such
as telecommuting.

Just as alternative work schedules pemit employees and agencies to choose
schedules that meet the demands of both the individuals and their organizations
telework programs have extended employee work environmentsto includelocations
other than the traditional office setting. Whether at a telecommuting center or a
home worksite, this flexibility generally usestechnology to enable employeesto be
productive and agencies to achieve their goals. Of course, the accompanying
reductions in traffic and automotive pollution spread the benefit to the general
public.®

49 Oral tegimony of Henry Romero, May 2, 2000, transcript, pages 26-27.
%0 Id, page 21.
%1 Statement of Henry Romero, May 2, 2000, pages 8-9.
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The Honorable Roberta Gross, Inspector General of the National Aeronautics and Space
Administration (NASA), explained how many prospective employees are discouraged by the
government’sslow hiring process. “Itis my experiencethat it just takestoo long to hire staff. We
have lost leading candidates in both the audit and computer crimes arena to the private sector
competitors because companies can hire top-performing candidates faster than wecan.” She said
that hiring someone in three months would be considered fast. “That isridiculous. Thisisafast
moving market. People don’t have to wait around for the federal government.”*

Inspector General Grossal so noted federal human resources professionalshavebeen focused
“on running reductionsinforce, early-out retirements, and buyout plans.”** Therehasbeen littlenew
hiring. Asaresult, their recruiting networks have atrophied and they have not been competing for
talent in the current tight labor market. When Senator V oinovich asked what changes she would
recommend to makefederal service more attractive, she said granting greater flexibility to manage's
should be central to any reform efforts, “every kind of specific reform ... would have flexibility at
itsroots.”>* She also saidthat alarger budget would be necessary to exercise any new flexibilities.

Ms. Colleen M. Kelley, the National President of the Nationa Treasury Employees Union,
offered the union perspective on how to best attract, retain and motivate federal employess. The
most important incentives are good pay, retirement and health benefits, but they “have each faced
setbacks in recent years that have limited their competitiveness with the private sector.”* She
argued that the Federal Employees Pay Comparability Act of 1990 (FEPCA), whichwas meant to
closethe gap between public and private sector pay for similar work, has not been followed, and that
“fully implementing FEPCA would do more to address recruitment and retention in the federal
government than all of the remaining incentive programsin placetoday combined.”*® Ms. Kelley
observed that budget condraints often prevent the use of recruitment and retention bonuses.
“Agencies simply do not have the resources to adequatey fund these important incentives.”*’

She also asked that federal agencies be permanently given the authority to use thar
appropriated funds to subsidize child-care expenses for their lower paid employees. “For working
families with children between the ages of three and five, child care is their second or third largest
household expense. Private industry has found that making affordable child care available to its

2 oral tegimony of Roberta Gross May 2, 2000, transcript, page 15.
53 Id, page 17.
> Id, page 42.
% Oral tegimony of Colleen Kelley, May 2, 2000, transcript, page 30.
%6 Id, page 31.
57 Id, page 32.
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employees hel ps make the inevitable choice between family and work alittle less stressful.”*®

Mr. Michael Brostek, an Associate Director of Federal Management and Workforce Issues
at GAO, had threemain points.

First, federal agencies have broad authority to design and implement a variety of
incentive programs, and this is very useful because no one incentive program is
optimal inall circumstances. Second, overthelast fiveyears, agencieshaveused this
flexibility to decreasetheir emphasis on awards that are tied directly to employees
performance appraisals and to increase their emphasis on aternative forms of
compensation, such asspecial act, service, or gainsharing awards. Andfinaly,while
agencies have been making use of the range of incentives available to them and have
been dtering the types of awards they give, many agencies do not assess whether
their award programs are effective in motivating employees.>

Mr. Brostek also noted that there has been adecrease in the use of performance awardstied
to performance appraisals over the last few years, and this may be attributable to “the common
perception that employees performance appraisals often do not accurately reflect differences in
employees’ real performance.”®

“Has Government Been ‘Reinvented’ ?,” May 4, 2000
Background

The Subcommittee held its fifth oversight hearing on the National Partnership for
Reinventing Government, entitled, “Has Government Been ‘ Reinvented' ?’, on May 4, 2000. The
National Partnership for Reinventing Government (NPR) was formerly known as the Naional
Performance Review. It is part of the Office of Vice President Gore, and is the Administration’s
management reform effort. NPR wasinitiated on March 3, 1993, and its mission statement reads,
“In time for the 21st century, reinvent government to work better, cost less, and get results
Americanscareabout.” Since Senator Voinovich isinterested in ongoing management reforms, he
thought it appropriate for the Subcommi ttee to examine the administration’s major management
reform initiative to determine what it had accomplished.

8 Id., page33.

% oral tegimony of Michael Brostek, May 2, 2000, transcript, pages 37-38.

60 Id, page 39.
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Testimony

The Subcommittee chose a panel of witnesses composed of government officials and
auditors, scholars and representatives fromthink-tanks® Therewasagreement among the panelists
that NPR has not addressed many of the most pressing, chronic management challenges facing the
government. Dr. Donald Kettl, a Professor of Political Science and Public Affairsat the LaFdlette
Ingtitute of Public Affairs, University of Wisconsin-Madison, said that, “ problem areaslikethe GAO
high-risk list and OMB’s own Priority Management Objective list have not been addressed ... in
many waystheseproblemshave gotten worseand not better. Thisislargely aproduct of thefact that
the reinventing government effort has not been engaged in attacking these issues head-on.” %

The best example is the GAO high-risk list which has grown from 14 areas in 1990 to 26
today, and 10 of the original 14 have been on thelist for adecade. Three more areas were added to
thelist in 1991 and 1992, and 15 areas have been added during the Clinton Administration. Only
six areas have been removed.”® In addition, GAO has identified 41 program areas in 12 mission
areasin which there issubstantial overlap, fragmentation and duplicati on of government activity.®
Mr. Ronald C. Moe, a Project Coordinator at the Government and Finance Division of the
Congressional Research Service, stated that, “A case can be made that the core [management]
competencies of government have eroded under NPR and are likely to continue to erode.” %

Most of NPR'’s efforts have been focused only on processand not substance. In December
1994, the second phase of NPR waslaunched by Vice President Gore. Under itsexpanded mandate,
NPR wasto reevaluate therole of the federal government in relaion to state and local governments
and the private sector. However, there was littlefollow-up by NPR, and no major programs areas
weretargeted for reorganization or elimination. Mr. Paul Light, Vice President and Director of the
Governmental Studies Program at The Brookings Institution, said, “There has been a lack of
attention to structural reform.... | think it istimefor avery detailed |ook at the structure of thefederal
government, and that has to be done through legislation.”®® Mr. Scott Hodge, the Director of Tax
and Budget Policy at Citizens for aSound Economy, said, “Redundancy and duplication abound,
and many government programs have simply become immortalized in the federal budget.” He

5 Mr. M orley Winograd, Senior Advisor to Vice President Gore and Director of the National Partnership
for Reinventing Government, was invited to be the lead-off witness, but the administration declined to allow him to
testify on the grounds that he is not in a Senate-confirmed ap pointment.

2 oral tegimony of Don Kettl, Senate hearing 106-722, May 4, 2000, page 11.

83 High-Risk Series, An Update, GAO-HR-1, January 1999, pages 170 -172.

64 Statement of J. Christopher Mihm, Senate hearing 106-722, May 4, 2000, page 45.
% oral testimony of Ronald Moe, Senate hearing 106-722, May 4, 2000, page 14.

% oral tegimony of Paul Light, Senate hearing 106-722, May 4, 2000, page 10.

29



continues to argue that NPR *“has tinkered with the process of government rather than go in and
analyze and determine the substance of what government should and should not do.”®’

NPR claims credit for savings and reductions in the federal workforce which cannot be
attributed to its actions. NPR clams approximately $137 billion in savings from its efforts to
reinvent the federal government. GAO reviewed recommendations representing 22 percent of the
total amount of NPR's savi ngs claims and over two-thirds of the $44.3 billion in savings that NPR
clamed had been achieved from its recommendations to individual federal agencies. Mr. J.
Christopher Mihm, an Associate Director of Federal Management and Workforcel ssuesat the U.S.
General Accounting Office, stated, “that NPR clamed savings from agency-specific
recommendations ... could not be fully attributed to its efforts.”®®

For example, NPR recommended that the Department of Energy “continue” the reduction
of funding for nuclear weapons production, research, testing programs, and infrastructure. Mr.
Mihm described how the Office of Management and Budget attributed the $6.9 billion savings
associated with the downsizing of the nuclear weapons complex to NPR. OMB failed to explain that
the end of the Cold War and the Comprehensive Nuclear Test Ban Treaty would havechanged the
organization of the weapons labs regardiess of whether NPR had made the recommendation.
Therefore, attributing this $6.9 billion in savings from reductions in the nuclear weapons complex
to NPR is not supported by the facts. GAO found similar examples with the Department of
Agriculture and NASA.

Furthermore, Mr. Mihm said, “ The savings egimates could not be replicated, and there was
no way to substantiate the savings that had been claimed. NPR relied on OMB to estimate the
savings from its recommendations, and OMB generaly did not attempt to distinguish NPR’s
contributions from other initiatives or factors that influenced budget decisions.”® Although GAO
examined only a portion of the total savings claimed by NPR, these points raise serious questions
asto the validity of claimed savings overall.

NPR also takes credit for the downsizing of 384,000 positions overall during thelast seven
years, or 17 percent of the dvilian non-postal srvice workforce. NPR assertions that its
recommendations allowed for such downsizing are exaggerated. It istruethat NPR advocated and
pushed areduction in the size of thecivil service, but other factors affected government downsizing
far more than NPR initiatives.

Over 290,000 of the personnel cuts — 64 percent of the total — were employees of the
Departments of Defense and Energy, driven by large reductions in the defense budget and four

" oral tegimony of Scott Hodge, Senate hearing 106-722, May 4, 2000, pages 14-15.
& oral testimony of J. Christopher Mihm, Senate hearing 106-722, May 4, 2000, page 7.
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rounds of base closings. Other significant personnel cutsthat had no connection with NPR included
15,000 employees of the Federal Deposit Insurance Corporation, which was being downsized after
it had addressed the savings and loan crisis. An additional 8,500 employees were cut from the
PanamaCana Commission, which has been reduced to just seven employees now that thecanal has
been turned over to Panamanian authority. Therefore, at least 70 percent of the personnel cuts for
which NPR takes credit are attributable to other factors.

There was agreement among the paneliststhat the government downsizing of the 1990swas
conducted haphazardl y with little or no strat egic planni ng, and that both Congress and the executive
branch need to devote high-level attention to the human capital requirementsof thegovernment. For
the last several years, GAO and others have reported that because agencies did not strategically
assesstheir human resources requirements before downsizing wasinitiated, the federal government
faces a skills and experience imbalance in its workforce. Agencies not only lost institutional
knowledge and skillsthat are not readily replaceabl e, but they arenot sure of exactlywhat they lost,
and have not made plans to compensate. Mr. Mihm said, “It is by no means clear that the current
workforceisadequately balanced and positioned to achieveresultsand agency missions. Thisisdue
in part to an apparent lack of adequate strategic and workforce planning across the government.”

Dr. Kettl said that, “The primary goal [of NPR] is to try to reduce the workforce, to get
peopleout thedoor,” * and it paid little attention to strategic planning to ensure that agencies had the
right balance of skillsto carry out their missions. He pointed out that this workforce imbalanceis
exacerbated by the impending baby boomer retirements. “If you look at the projections of the
number of federal employeeswho are eligibleto retire, somewhere between athird and ahalf of all
federal employees now in the workforce will not be there at the end of the next president’s firg
term.” "

Mr. Light added that, “ the downsi zing processwasdone through an entirely random process.
We have reduced thetotal size of government through attrition and voluntary buyouts.... it has been
haphazard, random, and there is no question that in some agencies we have hollowed out
institutional memory, and we are on the cusp of a significant human capital crisis.””

The panelistsalsoagreed that while NPR has been avidly advocating reducing the size of the
bureaucracy, it has not seemed as concerned with addressing thislooming crisis. “We have got to
tackle the current condition of the public service. | think that is a rea miss in reinventing
government. We just have not done anything to deal with the human service crisis in the federal

4.
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government,” ™ according to Mr. Light. A similar sentiment was echoed throughout the hearing by
Dr. Kettl, “We have no alternative but to confront the fundamental question of what the federal
workforce ought to look like, what kind of skillsit ought to have to do the job that we know must
be done, and my concern is that the first seven years of reinventing govemment has not really
addressed that question,” ™ and, “the problem isthat we haveinareasingly created agulf between the
people who are in the government and the skills needed to run that government effectively.”

Furthermore, despite all of this downsizing, the federal government remains massive, and
no noticeable streamlining of government services or functionsis apparent. Mr. Light sad, “Itis
only by the most narrow definition of workforce [full-time equivalents] that a president could say
the eraof big government isover.””” Rather, as Senator V oinovich has publicly stated and has been
documented by Mr. Light, thereisnow a* shadow of government” of almost 13 million contractors,
grantees, and stateand local government employees complying with federal mandatesand working
side by side with federal employees.”

Several of the witnesses discussed NPR’ s positive aspects and achievements. NPR stressed
that many of the problems of the government were, as Mr. Light said, the result of “good people
trapped in bad systems.””® Consistent with that approach, it has tried to improve the image of the
civil service, which has been tarnished in recent years. Mr. Light stated that, “1 like the general
approach [of NPR] that we have decent, hard-working people in government and tha we need to
figure out ways to give them the tools to do their work.”®

NPR hasworked tocut red tape and remove burdensome and seemingly outdated regul ations
which hamper government performance. It directed that government agencies focus on customer
service, pushed the use of innovative information technology in the workplace and
assisted with the implementaion of procurement reforms passad by Congress. Some NPR
recommendations undoubtedly produced savings (athough the amount of savings isunclear and
certainly exaggerated). Finally, regardless of the outcome of the next presidential election,
management improvement initiaiveswill have to continue, just as NPRitself was the continuation
of previousreform efforts. Dr. Kettl said, “ Thisis an effort tha cannot, simply will not end at the

" Id, page 10.
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end of thisadministration ... whoever it iswho is [the next] president will have no alternative but
to reinvent reinvention.”®

“Training Federal Employeesto be Their Best,” May 18, 2000
Background

On May 18, 2000, the Subcommittee held its sixth human capital oversight hearing entitled,
“Training Federal Employees to be Their Best.” The purpose of the hearing was to examine the
government’scommitment to train and educate its employees to maintain their skills enhance their
performance and ensure they are able to keep pace with the ever-changing needs of the American
public. Trainingisavita component in making aworld-class civil service.

The GAO report, Human Capital, A Self-Assessment Chedklist for Agency Leaders,
makes severa recommendations related to training:

Demonstratean explicit link between the agency’ s training offerings, opportunities
and curricula and the core competencies tha are needed to achieve the agency’s
shared vision and mission.

Have a formal training and professional development strategy or a discussion of
training and development in agencywide strategic or human capital planning
documents.

Maintain askillsinventory identifying current and future skills and education needs
and gaps, including information on skills by demographic cohort.

Have individual development and training plans for employees at al levels.

Encourage and motivate employees to contribute to continuous learning and
improvement.

Receive testimonial evidence from employees that training and professional
development are encouraged and that available training is relevant and rewarded.

8 oral tegimony of Don Kettl, Senate hearing 106-722, May 4, 2000, page 12.

8 Human Capital, A Self-Assessment Checklist for Agency Leaders, GAO-OCG-00-14G, Version 1,
September 2000, pages 15, 20, 20, 20, 20, 20 and 23, respectively.
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Compare the percentage of its operating budget spent on training with comparable
private industry benchmarks.

Unf ortunatel y, anecdotal evidence and various studies of agenciesand surveys of employees
indicate that the government investstoo little in education and career devel opment.
According to the 1999 Employee Survey, 30 percent of respondents said that employees are not
receiving the training they need to perform their jobs, and 35 percent of respondents said that
employees are not receiving guidance in providing high-quality customer service. The entire
breakdown is as follows:®

Questions Agree Neither Disagree
Employees receive the training they need to 53% 17% 30%
perform their jobs
Employees receive training and guidance in 42% 23% 35%
providing high-quality customer service

According to a July 1995 Merit Systems Protection Board report, Leadership for Change,
83 percent of human resources professional s responded that a fixed percent of their organization’s
budget should be set aside for employee devel opment, andthat training accounts should be equal to
three to five percent of payroll

In aJune 1998 report, Federal Supervisors and Srategic Human Resour ces Management,
the Merit SystemsProtection Board concluded that supervisors often do not tie training needs and
development plansto long range organizational peformance goals.

Training decisions are often a matter of employees nominating themselves for
trainingthey wouldliketo attend, andsupervisorsapproving theserequestswithlittle
or no regardfor what kind of development isactually needed for each employee, and
how it will ultimately affect the overall capability of the organization. Thus, the
short term goal of getting employeesinto training courses takes precedence over the
long term goal of assessing training needs and developing a training strategy to

831999 Em ployee Survey: Making Government a Great Place to Work, Nationd Partnership for

Reinventing Government and Office of Personnel Management, Washington, DC, March 31, 2000. Retrieved
December 1, 2000, from the World Wide W eb: http://www.employeesurvey.gov/.

8 Leadership for Change: Human Resour ce Development in the Federal Government, U.S. Merit Systems
Protection Board, July 1995, page 14.
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integratethosetraining needswith the organi zation’ slong range goal s andmission.®

The Subcommittee planned to obtainthetraining budgetsand activitiesof all federal agencies
for analysis, only to discover that neither OMB nor OPM collect such information. OPM ceased
collecting thisinformation after fiscal year 1992 as a paperwork reduction measure. Because there
is no readily available source for this information, the Subcommittee is conducting a survey of
selected federal agencies to learn of their training budgets and activities. A discussion of the
Subcommittee’ s findings isincluded in section I1(C) of this report.

Testimony

The Honorable John U. Sepulveda, the Deputy Director of the Office of Personnel
Management, discussed OPM’s two roles with respect to traning the federal workforce. Oneis
OPM’s responsibility to provide executive and managerial development for the Senior Executive
Service (SES). “When OPM privatized itstraining operations back in 1995, we purposely held on
to executive development because we concluded that it was important for the federal government
to beresponsiblefor providingtraining to our executiveleadership to providethat public perspective
and the skills they need.”®® He also said that OPM is committed to providing continuing
development for its executives throughout their careers. In addition, OPM approvesand monitors
the efforts of federal agencies to establish their own formal candidae development programs.
Sixteen formal plans are currently in place.

OPM’ s second responsihility isto set governmentwide pdicies that federal agencies useto
administer their own training programs. In January 1999, the president issued Executive Order
13111, the purpose of which is to provide direction to government leaders on using technology to
improve training opportunities for federal employees. “The orde highlights the need for every
agency’ sstrategic plan to identify training and education asa means of achieving agency corporate
goals. It further calls on agencies to include a set of goals and aligned performance measures to
provide effective training opportunities as part of their annual budget submission.”®

In accordance with Executive Orde 13111, OPM established the Individual Learning
Account (ILA) Initiative. The program “essentially permits managersto putinto an account money
or hours or both that will allow employees to draw down from that account to get the kind of
training, whether it is provided within the government or outside of the government, to get the kind
of training they need to be effective.”® Thousands of employeesfrom thefollowing 13 agenciesare

8 Federal Supervisors and Strategic Human Resources Management, U.S. Merit Systems Protection
Board, June 1998, page 3.

& oral tegimony of John Sepulveda, Senate hearing 106-682, May 18, 2000, page 6.
87 Statement of John Sepulveda, Senate hearing 106-682, May 18, 2000, page 28.

8 oral tegimony of John Sepulveda, Senate hearing 106-682, May 18, 2000, page 5.
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participating in the initiative: Departments of Commerce, Defense, Health and Human Services,
Housing and Urban Development, Interior, Labor, Transportation, and Treasury; Environmental
Protection Agency, Genera Services Administration, Occupational Safety and Health Review
Commission, Office of Personnel Management, and Social Security Administration. Employee
participation at agencies varies, and includes groups such as the wdfare to work population of the
information technology workforce. The pilot project ran through September 15, 2000, and OPM is
assessing the program to determine whether or not to implement it governmentwide.

In addition, OPM is currently considering a proposal to establish an exchange program for
members of the Senior Executive Service, who would work in leading private sector organizations.
Expectationsare that they would bring back val uabl e contads, experience and knowledge of private
sector best practices that would benefit federal agencies.

The Honorable Diane M. Disney, Deputy Assistant Secretary of Defense for Civilian
Personnel Policy, desaibed how the Department of Defense (DOD) is changing its approach to
developing its civilian workforce. She noted that, “civilians are generally expected to bring the
necessary education and training with them. Asaresult, the Department haslong invested morein
the military, whose future it controls, than in the civilians, who are part of the federal-wide system.
However, DOD istransforming its approach to civilian education and training to focus on the idea
of investment rather than cost.”®® For example, in 1997, DOD created the Defense L eadership and
Management Program (DLAMP) toimproveitsinternal management accession. Theprogramisthe
“first systematic departmentwide program to prepare civilians for key |eadership positions. It
requires rotational assignments, professional military education at the senior level, and at least 10
advanced level graduate courses in subjects important for defense leaders.”® The Defense
Department intends to expand the DLAMP program so that employeesin the GS-9to 12level can
participate. Inaddition, she mentioned how the military departments offer awide range of training
opportunities.

Mr. Michael Brostek, an Associate Director of Federal Management and Workforce I ssues
a GAO, stated that training and retraining employees is criticd to achieving meaningful
improvementsinagencies performance, and that the govemment needstomakegreater invesments
initsemployees. Hethen described threestepsthat high performing organizations consistently take
when designing and implementing training and development programs. First, they identify the
knowledge, skills, abilities, and behaviors that enployees need to support the mission and goal's of
an organization, and they determine to what extent their employees possess those competencies.
Second, they design training programs to meet any identified gaps in competencies. Third, they
evaluatethe training programs to ensure that they are actually increasing employees’ competencies
and the organization’ s performance.

8 oral tegimony of Diane Disney, Senate hearing 106-682, May 18, 2000, page 7.
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GA O has been examining training activities at the Defense Finance Accounting Service, the
Health Care Financing Administration, the Immigration and Naturalization Service, and the
Department of State. All of the agencies reported that a lack of staff and resources was affecting
their ability todeliver trainingthat they bdieved was appropriate to devel opand maintainthe skills
needed by their workforce. GAO believesthat agencies need to make a business case for adequate
training fundsto Congress Agencies haveto identify what training isneeded and how that training
is likely to produce improved performance, both by individuals and the agency. Furthermore, if
agenciesare unableto obtain what they believe to be adequate resources through the appropriations
process, they may need to consider internal reall ocation of resourcesto cover training requiremernts.

Mr. Bobby L. Harnage Sr., the National President of American Federation of Government
Employees, said that agencies seldom ask for or include union participation when formulating
training activitiesand budgets. “ Training of thefederal workforce hastraditionally been considered
asubject that is off-limit tounions. Any suggestions or proposalsinvolvingtraining have had to be
approached on a level of generality that was just about meaningless; anything else was, and is,
outside the scope of collective bargaining law ... thisis unfortunate because training is asubject on
which there ought to be natural alignment between management and labor.”®* Mr. Harnage noted
that much of hisinformation on training comes anecdotally from union member. Although he was
unable to provide hard numbers, he believes that, “the trend line for federal spending on trai ning,
then, isapparently a downward one, even though it could be expected to be increasing because of
the smaller federal workforce and the increased demands put on each worker.” %

AFGE believes that training budgets are often sacrificed for cost-cutting reasons, and that
agencies still do not consider employees a resource in which to be invested. “For the federa
government, it isstill not natural to think in terms of maximizing the most important resourceinthe
organization; it’smore natural till to think, ‘where can we cut the training budget further? " Mr.
Harnage believesthat the ongoing implementation of the Government Performance and Results Act
can raise the profile of employee training requirements. Agencies “should be required to show in
their Results Act plans and reports how training ... supported or failed to support the outcomes that
the agency promised to Congressand the American people. Just like any other capital investment,
workforce investment, of which training is an essential part, should be expressly included, as an
integral part, in each agency’ sstrategic plan,” because “failing to provide the right amount and kind
of training isincompatible with managing for results.”*

Mr. Thomas J. Mosgaller, the Vice President and Director of Organizational Development

1 statement of Bobby Harnage, Sr., Senate hearing 106-682, May 18, 2000, page 70.
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of the American Society for Quality, stated that:

The federal government ought to focus on adopting a performance improvement
system ... that incorporates training efforts and in which training is tightly focused
and purposeful. Inwhich the amsare to make sure that training is actually used on
the job and which leads to the achievement of beneficial, measurable resultsfor the
agencies recei ving the training.*®

Mr. Mosgaller explained how employees should betrained only whenthereisalack of skills
and knowledge that is causing poor performance. He also described how much training is wasted
because it is never used. “The training has to be applied quickly because it is well known and
documented that learning that is not used decays very quickly. It is not uncommon to encounter
estimates that only about one-fifth of the material presented in training coursesis used on thejob a
month later.”® The result is often irrelevant traning and a waste of the organization’ s resources
He stated that it is management’ s responsibility to design training that will actually be used on the
job, and thus create value for the organization.

Ms. Tina Sung, the President and CEO of the American Society for Training and
Development, stated that, “workpl ace learning i s becoming the smartest strategic solution to the
largest human resources challenge ever facing employers ... for both the private sector and
government, attracting, optimizing, and retaining talent will require a continuous investment in
people.”?” She pointed out that there is astrong link between training and retention, and that many
companies have secured lower turnover raes and higher employee satisfaction as a result of
employee career development initiatives.

Contrary to common perception, “when we compared our overall data to the federal
government, wefound that agency officeswere competitive acrossthe board wi th our averagefirms.
Please bear in mind that our sample of federal government agenciesissmal and the officesthat did
participate in our Benchmarking Service tended to have well-funded and established training
programs.”*® Nevertheless, to address perceived shortfallsintraining inthefederal government, she
believesthat human capital issuesshould be aggressively addressed by the next administration. For
training programs to be successful, they must be supported at the highest levels. “During the first
100 days of the new administration, each cabinet secretary should convenepolitical appointees and
staff in order to develop strategies for identifying skill needs, building worker competencies, and

% Statement of Thomas Mosgal ler, Senate hearing 106-682, May 18, 2000, page 80.
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aligning human capital management policies with performance management principles.”® In
addition, agencies should collect and widely disseminate data on their training investments,
practices, and outcomes.

C. Subcommittee Survey of Training Budgets and Activities

The Subcommittee has conducted an examination of the level of investment in employee
training by federal agenciesas part of its human capital oversight. Senator VVoinovichisconcerned
that ingeneral, federal employeesarenot receiving thetraining they need to maintain skills, enhance
performance or keep pace with the ever-changing needs of the American public. Thisimpression
was buttressed by testimony the Subcommittee received at its May 18, 2000, hearing on employee
training, as well as the testimony of Comptroller General David Walker on March 9, 2000, who
observed:

In cutting back on the hiring of new staff in order to reduce the number of their
employees, agencies also reduced the influx of new people with the new
competenciesneeded tosustain excellence. Asyou areaware, littledataexistsonthe
overall federal expenditureson training, but the anecdotal evidenceisthat,intrying
to save on workforce-related costs, agencies cut back on the training investments
needed if their smaller workforces were to make up for institutional lossesin skills
and experience.'®

Neither the Office of Management and Budget nor the Office of Personnd Management
collectsagency training budgetsand activities. Therefore, Senator V oinovich decided to ask selected
agencies for this information directly. Through this survey, which included 18 questions on the
agencies workforce, traning requirements, and actual training budgets the Subcommittee has
developed a more in-depth understanding of how training budgets are formulated. As aresult of
what the Subcommittee has |earned in thissurvey and other activities, it has devel oped anumber of
recommendationsto improve training, which are included in this report.

The following 12 agencies have rece ved the survey:

. Administration for Children and Families, Department of Health and Human Services;
. Bureau of Consular Affairs, Department of State;
. Defense Contract Audit Agency, Department of Defense;
. Defense Finance and Accounting Service, Department of Defense;
. Employment and Training Administration, Department of Labor;
. Food Safety and Inspection Service, Depatment of Agriculture;
% Id, page 68.
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Health Care Financing Administraion, Department of Health and Human Services;
Immigration and Naturalization Service, Department of Justice;

Occupational Safety and Health Administration, Department of Labor;

Office of Personnel Management;

U.S. Customs Service, Department of the Treasury; and

U.S. Mint, Department of the Treasury.

The staff of the Subcommittee has met with officias from al 12 agencies. The meetings

allowed the Subcommittee to explain both the purpose of the inquiry, and oollect valuable
information from the agencies. Agency officials shared several observations that although not
applicable to the whole executive branch, are nevertheless illuminating. As of this report, the
Subcommittee had received official responsesfrom ten of theagencies. Based upon thesemeetings
and the review of theagency submissions, the Subcommittee has made the following observations:

Eleven of the agencies surveyed do not have “training” budgets. Only one agency has a
dedicated employeetraining budget. The other agencies disperse training funds throughout
various other accounts, such as. agency operations and maintenance compensation, travel,
and purchased services; labor, travel, tuition and base operaions; salaries and expenses;
program management accounts; and federal administration budgets. In addition, most
agencies have decentralized traning activities. Several agendes are centrdizing their
training activities to help identify training requirements.

Because of this decentralized dispersal, most of the agenciesindicated that it isdifficult for
them to determine the exact size of their training budgets. It takes a great deal of &fort for
an agency to pull thisinformation together from the different partsof the budget in order to
present a complete picture of training adivities. Several of the agencies were unable to
provide information on their training budgets from previous years because their record
keeping is poor or non-existent.

Nine agencies reported the amount of their payroll budget that was spent on employee
training from fiscal year 1997 through fiscal year 2000. The overal average was 1.99
percent. One agency devoted 4.75 percent, while another devoted just .58 percent o its
payroll to employee training. However, as noted above, many of the agencies noted that
these figures might not represent the exact amount spent on employee training. According
to the American Society for Training and Development, private organizations that are
recognized for their excellencein employeetraining spend on average 3.6 percent of payroll
ontraining. Theaverage private organization spendstwo percent ontraining, similar to what
the surveyed agencies spend.

Eight agencies saidthat their training budgets were adequate. Only two agencies stated that
their training budgets were clearly inadequate for their current mission.

Six of the agencies said that they could make effective use of additional training resources.
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Four of the agencies said that they could not make effective use of additional training funds
at thistime.

Only one of these agencies expressed confidence that additional training resourceswould be
made available if they were requested from their departmert.

When agencies undergo budget cuts, training isoften hit hard. Other costsfunded out of the
same accounts, such as administration, payroll, and physical plant are fixed and cannot be
cut.

Most agencies said that a single line-item for training would be a double-edged sword.
While it would raise the profile of training within the budget, it would leave it more
vulnerable to reprogramming.

All of the surveyed agenciessaid that biennial budgeting and gopropriations woud greatly
assist the agency in formulating its training activities and policies in both the short and the
long-term. While agency budget requestsare sent to Congress eight months before the start
of thefiscal year, the appropriations bills are usually signed into law weeks and some times
only days before the start of the fiscal year (and of course sometimes after the start of the
fiscal year). It cantakeweeksfor an agency to sift through its budget, determine how much
it was actually appropriated for training, and then begn to implement its training plan.
Furthermore, budget fluctuations from year to year make it difficult to establish continuity
in training activities and develop long-term training plans.

Several agencies said they wereincorporating distance learning into their training activities
S0 asto lessen the reli ance on and use of classroom traini ng.

Some agencies found that they need better management succession programs to develop
future leaders

The agencies differ in the number of political appointees and the training those appointees
receive. Two of the agencies have no appointees. Two of the agencies have a single
appointee who receives no formal training or orientation. One agency with one appointee
provides media training, sexual harassment prevention training, and attendance at a
leadership conference. The appointeesof another agency receive management training from
OPM and briefings onthe administration’ sdomestic policy and coordination between cabinet
agencies and the White House. Another agency’s training consists of briefings on ethics,
civil rights, and risk communications. (This agency also noted that its appointees are
required by law to have expertise in their appointed area.) Another agency with three
political appointees provides training in ethics, information security, and management.
Finaly, another two agencies provide their appointees with ethics training and didribute
handbooksdesigned specifically forpolitical appointeesentitled, Surviving the Bureaucratic
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Maze'*
1.  LEGISLATIVE ACTIVITIES

During the 106" Congress, Senator Voinovich sponsored or cosponsored several pieces of
legislation to improve human capital management. Senator Voinovich succeeded in induding
languageinthePresidential Transition Act Amendments, introduced by Senator Thompson, to allow
key appointeesto senior positionsincabinet level agenciesand the executive office of the president
toreceivetrainingin human capital and results-oriented management. According to the Committee
report:

A crisiscurrently confronting thefederal government istherecruitment, management
and retention of quality personnel. Comptroller General David Walker, whotestified
before the Committee regarding current personnel management practices of the
federa government, encouraged the executive branch to “take steps to align our
human capital management policies and practices with modern performance
management principles.” As the Committee agrees strongly that effective human
capital management is critically important, S. 2705 authorizes executive orientation
to include careful analysis of human capital management i ssues '

Thislegidation was passed by both the House and the Senate and became Public Law 106-
293 on October 12, 2000.

The other significant provisions sponsored by Senator Voinovich were attached to the
Department of Defense authorization bill for fiscal year 2001. On June 6, 2000, Senator V oinovich
and Senator DeWine introduced S. 2674, the “Department of Defense Civilian Workforce
Realignment Act of 2000.” The purpose of the bill was to give the Department of Defense a head
start in addressing thar future workforce needs to meet the demands of the post-Cold War
environment. The bill would have provided the Defense D epartment with expanded authority to
offer voluntary separationincentive paymentsand voluntary early retirementsfor workforce shaping
actions, such as reducing high-grade, managerial, or supevisory positions and correcting skill
imbalances, without linking the use to requirements for eliminating positions or involuntary
separations. These authorities would give the Department of Defense the necessary flexibility to
manage its civilian workforce and realign its human capital.

This legislation was introduced to address two specific problems facing the Defense

101 survivi ng the Bureaucratic M aze, prepared by the Office of the Assistant Secretary for Adminigration

and M anagement, the Office of the Chief Financial Officer, and the Office of the Solicitor, D epartment of Labor.

102 presidential TranstionsAct of 2000, Report of the Committee on Governmental Affars, report no. 106-
348, July 18, 2000, page 4.
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Department. First, during the last decade, the Defense Department underwent a massive civilian
workforce downsizing program that saw a cut of more than 280,000 positions. Poor workforce
planning during the downs zing and chang ng skill srequirementshave | eft the Defense Department
seriously understaffed in certain key occupations, such as computer experts and foreign language
specialists. In addition, the Defense Department — like other federal departments— was subject to
hiring restrictions, thuslimiting the number of younger workerscominginto theworkforcewith new
skills in emerging technological and professional areas. The resulting skills imbalance in the
workforce has the potential to affect the Defense Department’ s ability to respond efectively and
rapidly to threats to our national security.

Second, the Department’ s workforce is aging. The average Defense employee is 45 years
old and morethan athird of the Department'sworkforceisage 51 or older. Inthe Department of the
Air Force, for example, 45 percent of the workforcewill be eligiblefor either regular retirement or
early retirement by 2005. Although a mass exodus of all retirement-eligible employees is not
anticipated, thereisagenuine concern that asignificant portion of the civilian workforce, including
key leaders and employees with crucial expertise, could decide to retire, leaving the remaining
workforce without experienced |eadership and absent essential institutional knowledge.

Wright-Patterson Air Force Base in Dayton, Ohio, is the headquarters of the Air Force
Materiel Command, and employs over 10,000 civilian federal workes. It isan excellent example
of the aging and skills imbalance currently affecting the defense workforce. For example, thereis
a need to move from the mechanical/aeronautical engineering skills that their senior engneers
possess to skillsthat are more focused on emerging technologies in electrical engineering, such as
Space operations, lasers, optics, advanced materials and directed energy fields. In terms of
demographics, by 2005, 40 percent of theworkforcewill beage55 or older. Another 19 percentwill
be between 50 and 54 years of ge. Thirty-threepercent will beintheir forties. Only six percent will
be age 35 to 39, and less than two percent will be under the age of 34. Thus, by 2005, 60 percent
of Wright-Patterson’s civilian employees will be eligible for either earlly or regular retirement.

These factors pose a saious challenge to the long-term effectiveness of the civilian

component of the Defense Department, and by implication, to the national security of the United
States. Military base leaders, and indeed the entire Defense establishment, need to be given the
flexibility to hire new employees so they can develop another generation of civilian leaders and
employees who will be able to provide critical support to our men and women in uniform.
S. 2674 was intended to allow the Defense Department to conduct a smoother transition by not
waiting for these retirements before bringing new employeesinto the Department over thenext five
years. New employess would have the gpportunity to work with and learn from their more
experienced colleagues, and invaluable institutional knowledge would be passedaong. Whilethis
amendment would not addressall of the human capital needs of the Defense Department, it would
beanimportant first step to help ensurethat the Department of Defense recruitsandretainsaquality
civilian workforce.

The modified language of S. 2674 was accepted as Senate Amendment 3485 to the Senate
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defense authorization bill for fisca year 2001. Disagreements arose with the House of
Representatives during conference that centered mostly around the direct spending implications of
the proposed early retirement authority. Eventually acompromise was reached and a moremodest
provision was adopted by the Senate-House defense conference, which was completed on October
6, 2000. H.R. 4205, the Floyd D. Spence National Defense Authorization Act for fiscal year 2001,
became Public Law 106-398 on October 30, 2000. The authorities in Subtitle F, Voluntary
Separation Incentive Pay and Early Retirement Authority, of Title XI, Department of Defense
Civilian Personnel, will nevertheless help the Defense Department shape the skill base of its
workforce. The subtitle alowsthe Defense Department to offer voluntary separation incentive pay
to 1,000 senior employees in fiscal year 2001. For fiscal years 2002 and 2003, the complete
workforcereshaping authoritiesprovided by theoriginal V oinovich-DeWineamendmert, including
voluntary early retirement authority and voluntary separation incentive pay, would be available for
4,000 employees each year. The use of theseauthorities, however, isdependent upon congressional
authorization in the 107" Congress.

Another element of the original V oinovich-DeWine workforce reshaping anendment that
was adopted affects the restrictions on degree training. Section 1121 of H.R. 4205 authorizesthe
Secretary of Defense to pay tuition for a civilian employee to obtain an academic degree if that
degreetraining occurs at an accredited institution and is part of a planned Department of Defense
professional development program. Under current law, agencies must provethat an occupation is
in shortage as a result of recruitment o retention problems before degrees can be funded. This
standard isflawed. The question isnot whether education isrequired, but rather how itis managed
and whether it resultsin improved performance. Therestructuring of restrictionsondegreetraining
Isachangeto Title 5 that affects the entire executive branch.

The conference al so adopted a provision that was sponsored by Senator Richard Durbin, the
Ranking Minority Member of the Subcommittee, and cosponsored by Senator VVoinovich. Section
1122 of H.R. 4205 requires the Director of the Office of Personnel Management to, not later than
240 days after enactment of the act, issue reguldions to implement the student loan repayment
program. In addition, it diminates the restriction on repayment of student loans to professional,
technical, or administrative personnel, and includes federa student loan repayment programs
established since enactment of earlier statutory authority. It also affectsthe entire executive branch.

IV. RECOMMENDATIONS TO REFORM HUMAN CAPITAL MANAGEMENT

The following recommendations are based upon the hearings, the meetings, the training
survey, and the staff work of the Subcommittee. OPM, other federal agencies, and outside interest
groups and think-tanks all made recommendations which areincluded here. Recommendations of
the American Federation of Government Employees and the National Treasury Employees Union
arehighlighted in aseparate section. Please note that thislist is by no means exhaustive; additional
recommendations for reform are desirable and appropriate. Rather than mapping out asingle path
to reform, it is hoped that this report will spark substantive discussion and then action on human
capital management reform, which isjust asimportant as the policy recommendationsthemsel ves.
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The Subcommittee will begin to hold hearings on the recommendations in early 2001.
A. Recommendations Which Do Not Require New Legidative Authority

Thissection outlinesactionsthat could betaken by the executive branchimmediatel y without
new or additional statutory authority. It should be noted that many federal agencies are aready
taking some or all of these actions. However, the president should ensure that they are being
implemented across the entire executive branch.

Wor kforce Planning

As aresult of poor workforce planning during the downsizing of the government in the
1990s, many agencies now face a shortage of critical skills. This problem is exacerbated by the
looming retirement wave. Th causes and consequences of inadequate planning were described in
detail at the Subcommittee’ s hearings on March 9 and May 4, 2000. To addressthis challenge, the
president should direct all federal departments and agencies to conduct comprehensive workforce
planning as part of Results Act strategic planning activities, to determine attrition, hiring, skills
requirements for the next decade, and the kind of workforce that will be needed in 15 to 20 years.
Under a priority management objectiveincluded in the fiscal year 200l budget submission, OPM is
to assist agencies in strategically assessing their human resources. To that end, OPM has been
developing a workforce planning model to assist federal managers. The management objective
should be modified to make comprehensive workforce planning mandatory across the executive
branch.

Reinvent the Human Resour ces Professional

The government’ s human resources professionals are on the front lines of thetalentwar. In
implementing their agencies human resources strategy, they will directly confront the challenges
posed by the human capital crisis. Their competence may well determine success or failure.

Unfortunatdy, the current corps of human resources professionals might not be up to the
challenge. AsOPM Director Lachancetestified before the Subcommittee on March 9, 2000, for too
long federal human resources professionals have been considered only as support personnel, and
their skillshave not been maintained. AccordingtoaJanuary 2000 OPM report, The HR Wor kfor ce:
Meeting the Challenge of Change, more than 90 percent of human resources executives responded
that thereisagap between the requirements and theactual competenciesof current human resources
professionals. Over 65 percent of thisgroup said their agencies had some or no formal planto close
the gaps.’® Exacerbating the problem, “the number of federal HR professionalshasdropped by over
17 percent over thelast six years... Asmore seasoned professional sretired and moved on, they often
werenot replaced. Therewaslimited opportunity tohirenew professionalsinto theoccupation. The

103 The HR Workforce: Meeti ng the Challenge of Change, Office of Personnel Management, M SE-99-7,

January 2000, page 8.
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net effect is alack of expertise at atimewhen HR professionals are being called upon to servein
new and unfamiliar roles as consultant and business partners.”'® As a result, there are fewer
knowledgeabl e people to analyze and plan for future human resources needs. Mirroring the trend
in the general federal workforce, more than one-third of the government’s human resources
professionals will be eligibleto retire in five years.'®®

Agencies must make an immediate, concerted effort to reinvest in and reinvent the federal
human resources professional. First, the government must make a concerted effort to hire the next
generation of human resources professionals and givethem the comprehensivetraining, possibly in
cooperation with private sector organizations recognized for thar human resources best practices,
that they will need to bring the best peopleinto government. Second, human resourcesprofessionals
should be integrated with agency strategic and day-to-day business management efforts; in other
words, they should be more fully integrated into the hierarchy and leadership of federal agencies.
If theseactionsare not taken, federal agencies may find themselvesunabl eto hiretheworkforcethey
need and employ it in the most efficient and effective manner possible.

Mor e Effective Use of Technology to Assist Human Resources Professionals

To shorten hiring times and assist agency managers and human resources professional s, al
federal agencies should acquire automaed staffing systems. Such systems allow vacancy
announcementsto be posted on thenternet, greatly reducing thetimerequiredto advertise vacancies
andincreasing the potential applicant pool. Technology also alowshuman resourcesemployeesand
managers to identify the best external job candidates more quickly and easily, and to search the
applicant pool by very specific job requirements. Several agencies have aready begun using
information technol ogy to assist in their human resources activities. Thisshould be encouraged and
expanded throughout the federal government.

Telecommuting

At a time when the federa workforce is becoming older and more white collar, and
informationtechnology ischanging theofficeat arapid pace, federal agenciesshould enableasmany
employeesas possible to telecommute or participate in other types of flexible workplaceprograms.
Not only wouldthis make federal service moreattractive to many employees, especially parents of
young children, it has the potential to reduce traffic congestion and pollution in large metropolitan
areas. InJanuary 1996, the President’ s Management Council set the goal of having 160,000 federal
employeestelecommute nationwide by fiscal year 2002. Every effort should be madeto achievethis
goal and exceed it, if possible.

B. Recommendations Which Require New L egislative Authority

104 Id, page 6.
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Improve the Hiring System

Thereisalmost universal agreement ontheneedto streamlineand expeditethegovernment’s
hiring process. As NASA Ingpector General Roberta Gross stated on May 2, 2000, before the
Subcommittee, the staffing process, particul arlyfor recruiting candidateswith superior qualifications
and for difficult-to-fill positions, such asinformation technology specialists, smply takestoo long.
Agency managers have informed Subcommittee staff that hiring personnel from outside the
government usually takes anywhere from three months to a year, and that this excessive length of
time clearly places the government at a disadvantage with the private sector. Only 12 percent of
federal employeessurveyedin 1999 responded that their agency had streamlined the hiring system.*®

Therefore, the Subcommittee recommends an examination of the entire hiring process to
identify the obstacles to bringing qualified candidates quickly into federal service. While the
Subcommittee has not sought to determine what a complete reform of the hiring process would
entail, it does recommend that Congress provide agencies with limited “direct” or “on-the-spot”
hiring authority for perennially difficult positionsto fill, such ascomputer specialists and saentists,
or for applicants with outstanding academic or professional credentials. Federal agencieswould be
permitted, within appropriate guidelines and subject to external review by OPM and Congress, to
waive competitive procedures for at least the most critical positions Such hiring latitude would
improve the government’ s chances of landing topnatch candidates.

Institute “ Broad-banding” or “ Pay-banding”

Pay for the majority of federal employeesislinked to the well-known general schedule (GS)
with its structured set of grades and steps. Although certain personnel rules exist which provide
some relief from the conventional application of the GS system, the sygem in genera is highly
structured and inflexible. For years, it has been suggested by organizations such as the National
Academy of Public Administration and the National Performance Review that the government adopt
amore flexible pay system. Several federal agencies have already done so by adopting a “ broad-
banding” or “pay-banding” model. The Navy’sdemonstration project at Chinal akeand associated
facilitieswasthefirst and remainsthe best known of the broad-banding demonstration projectsunder
Title VI of the Civil Service Reform Act.

Since the China Lake project, broad-banding hasbeen adopted by the following agencies:

Agricultural Research Service U.S. General Accounting Office (GAO)
Central Intelligence Agency National Imagery and Mapping Agency
Corporation for Nationa Service National Institute of Standards and Technology

16 1999 Em ployee Survey: Making G overnment a Great Place to Work, Nationd Partnership for

Reinventing Government and Office of Personnel Management, Washington, DC, March 31, 2000. Retrieved
December 1, 2000, from the World Wide W eb: http://www.employeesurvey.gov/.
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Federal Aviation Administration (FAA) Internal Revenue Service (IRS) Senior management

Federal Courts Demonstration prgects:
Federal Deposit Insurance Corporation Department of Defense labs
Forest Service Veterans Administration

The following private sector companies aso use broad-banding:

Bank of America IBM

Merrill Lynch NCR Corporation
Northwestern Mutual Life Insurance Company Sears, Roebuck and Company
Aetna Life Insurance Company The Boeing Company
General Electric Xerox Corporation

In brief, broad-banding is a pay and work structure tha consolidates two or more GS grade
levels into fewer, broader pay bands with relatively wide salary ranges. Pay is determined by
performance and competency versus longevity. It also involves the consolidation of narrow
occupational seriesinto broader occupational groups, such asprofessional, administrative, technical,
clerical, or the specialized agency profession. For example, approximately 75 percent of the
workforceof the Food Saf ety and I nspection Service (FSIS) arefood i nspectors and consumer saf ety
inspectors. If FSIS adopted a broad-banding system, these occupations could have their own
occupational group.

Subcommittee staff has met with officialsfrom GA O, the IRS and FAA to learn more about
their broad-banding systems. GAO’s system, which was egablished in June 1989, is the most
mature. It adopted broad-banding to reduceits hierarchical structure, saff jobs more eff ectively,
increase assignment flexibility for managers, expand assignment opportunities for qualified staff,
and reduce promotional hurdles. The system includes GAO’s entire mission workforce (i.e,
evaluator-related specialists). Separate performance system pay rates havebeen established for the
following occupational groups:. evaluators, attorneys, accountants and auditors, actuaries, computer
scientists, economists, and mathematical statisticians.

Therearefour separate bandsfor each position: Band I-D (Developmental, equivalent to GS-
7s, 9s, and 11s), Band I-F (Full Peformance, equvaent to GS-12s), Band Il (Senior Levd,
equivalent to GS-13s and 14s), and Band |1l (Managerial level, equivalent to GS-15s). GAO'’s
broad-banding system doesnot includeits support staff, which remained under the general schedule,
or itsSenior Executive Service. ThesystemallowsGAOto baserewardson performancerather than
simply length of service. GAO has*an annual processin which we assess the performance of each
employee, and we consider the contributions they have made to achieving the mission of the agency
and decide upon salary increases for those empl oyees based on that assessment.” %" It also provides
for larger pay increasesfor top performersthan doesthe general schedulesystem. GAObelievesthat

97 oral tegimony of Michael Brostek, May 2, 2000, transcript, pages 40-41.
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thisflexible system has been a success and that it has helped the agency attract and retan a highly
competent workforce.

ThelRSwasgiventheauthority toimplement broad-banding aspart of theIRS Restructuring
and Reform Act of 1998. To do so, the agency must follow parameters described by OPM, and must
obtain the approval of both OPM and the Treasury Department. The IRS implemented broad-
banding for its senior managersin its new business unitson October 1, 2000. It includes positions
formerlyclassified at GS-14 and GS-15, which are second-level supervisorsor first-level supervisors
reporting to an executive. Other bands under consideration include an executive manager band to
bridge senior GS-15 and SES, and pay-bandsfor bargaining unit employees. Aswith the other major
changes currently occurring at the IRS, agency management will work closely with its employees
as they reform the compensation system.

FAA isin the process of establishing abroad-banding systemfor al of the agency’ s 45,000
employees. The agency was granted the authority to adopt broad-banding by the Department of
Transportation Appropriations Act of 1996. The system consists of 13 broad-bands in place of the
15 grades with steps of the general schedule. However, each of the nine occupational groups listed
below only consists of between three and six bands. A position’s base pay is determined by
comparison with similar positionsin the private sector. Pay raises are based onorganizational and
individual performance. Some features of the genera schedule system, such as locd ity pay,
overtime pay, awards systems, and benefits remain the same. FAA has also vastly simplified its
position classification system, and in place of thousands of position descriptions, nine occupational
groups have been adopted: student, clerical support, administrative support, technical support, para-
professional, professional, technical, engineering, and specialized. Theinitial broad-band pilot was
implemented in July 1998 and the air traffic controllers broad-band was implemented in October
1998, with different ssgments of FAA’s workforce phasing in gradually theresfter. FAA
management has worked closdy with its unionized employees throughout the entire process.
However, likethe IRS, it will take several yearsto determinewhether FAA’s experiment has been
successful.

Broad-banding has many potential advantagesover the current system. Itsproponentsargue
that it creates a more flexible work environment by eliminating narrow distinctions among jobs,
allowing the organization to put employees in different positions, impart new skills, and enhance
career development without concern for aposition’sgrade. 1t promoteslateral career devel opment
and isdesigned to fit aflattened, less hierarchical, high speed culture. The system isin many ways
simpler than the current GS and job classification system, so administrative costs should bereduced.

Managersare given more authority and responsibility to place new hiresin bands, set initial
pay and determine periodic increases. Broad-banding should also improve managers' abilities to
attract and retain top candidates in competitive fields because it allows agencies to hire qualified
individualsat ahigher pay level. This could be critical to attracting young workers. Furthermore,
broad-banding emphasizes promotions primarily on merit and performance, and not on length of
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service. Itiseasier under this system to reward high-performing employees, primarily by moving
them more rapidly through the band than average performing employees. This reduces, but would
not eliminate, the importance of seniority inthe civil service, thus creating a compensation system
similar to that commonly found in the private sector. Most agencies would need to institute new
performance appraisal systems in conj unction with broad-banding.

However, broad-banding is not without controversy, and it has possible advease
consequences. First, it has the patential for increasing the fragmentation that has occurred
throughout the federal government. As agenciescustomizebroad-banding models and the number
of different pay systems increases, the concept of the federal government as a single employer or
company will be a thing of the past. On the other hand, it can be argued that this is already
occurring, albeit slowly. This can be seenin the exemptions from Title 5 at the agencies listed
above. Further, OPM announced on November 3, 2000, that it was establishing special pay scales
for information technology employess. It occursinthemilitary aswell, where, for example, doctors
and pilots command higher rates of pay than ther colleagues of the samerank and years of service;
on October 30, 2000, General Michael Ryan, Chief of Staff of the Air Force, said that in the future
the Air Force must base its compensation on capability rather than rank 1*®

Second, agencies may offer different sdaries for the same occupations, thusviolating what
has long been one the pillars of the merit system: equal pay for equal work. This could lead to a
bidding war between federal agenciesfor the same personnel. Indeed, according to officials at the
Defense Department, thisis already occurring, with the Defense Department rapidly losng its air
traffic controllers to the higher salaries offered at FAA. As a direct consequence, the Defense
Department might seek specia authority from OPM to offer its air traffic controllers higher
compensation.

Third, it may be more difficult to control the costs of employee sdaries, with the possibility
that the majority of employees will gravitatetowards the top of the band over time. For example,
thesalary of air traffic controllers hasrisensincethat agency implemented broad-banding. At GAO,
which as noted above has a relatively mature broad-banding system, almost 50 percent of the
employeesin Band I-F and over 60 percent of the employeesin Band |11 are in the top quartile of
their respective pay-band.

To test the feasibility of broad-banding across the government, more agencies with larger
numbers of employees should be permitted, and even encouraged, to experiment with it. Under
current law, agencies canapply for waiversfrom OPM for special personnel demonstration projects,
but the numbers of employees who can be included in a demonstration project is limited to 5,000,
and the number of active demonstration projects allowed at any one timeisten.

The Subcommittee recommends some guidelinesfor implementing broad-banding on atrial
basis:

108 | nside the Pentagon, November 2, 2000, page 5.
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More agencies with greater numbers of employees shoud be allowed to expaiment with
broad-banding systems under expanded demonstration authority.

The department secretary or agency head should have the discretion to determine whether
hisor her agency shouldinitiate abroad-bandingproject. Thiswould allow agenciesthat are
well-managed to experiment, while alowing other agencies, which perhaps have more
pressing management concerns, to remain in the current system until they have the capacity
to manage the organizational change broad-banding would entail.

The department secretary or agency head would have the authority to customize the broad-
banding system to meet that agency’ s particul ar needs. Imposing a one-size-fits-all broad-
banding system could produce the sametypes of inflexibilities experienced in the current
system.

Agencieswould haveto submittheir proposalsto OPM for approval. OPM would alsoretan
theauthority to set regulations for broad-banding systems which would haveto befollowed,
such as labor relations, prohibition on striking, veteran’s preference, whistle-blower
protection, ethics requirements, restrictionswith regard to political activities, prohibition on
discrimination, equal employment opportunities, retirement benefits, and health, life,
workers' compensation and unemployment insurance, and perhapsothers. Therefore, while
pay-banding would lead to many different types of compensation systems, universal
protections and other elements would remain in place.

Agency management should seek input from theagency’s employees including unionized
employees, in crafting abroad-banding system. Thegoal isto convey a sense of ownership
by the employees for the new model. Such cooperation would contribute to the success of
abroad-banding system customized for that agency.

Finaly, before abroad-banding demondration project could beimplemented, the department
or agency would have to obtain the approval of both the House Committeeon Government
Reform and the Senate Committee on Governmental Affairs, and the appropriate authorizing
committee in both the Senate and House. Thiswould ensure that there is broad support for
the new system from the committeeswhich will be responsible for overseeing it. After a
certain period of time, successful demonstration projects woud become permanent. This
scrutiny by OPM and Congress would help ensure that the likelihood of creating a system
that is dysfunctional or perceived to be unfair by any participantsis greatly diminished.

Make Federal Service More Attractive to Today’ s Fluid Workforce

Several surveys of today’ sworkforce, such as the one conduaed by Paul Light in his book

The New Public Service, indicate that younger workers expect to change jobs frequently and that
thirty-year careerswith asingle employer are becoming athing of the past. The new public service
workforce is more focused on challenging work than job security, and will no longer tolerate the
slow processof government. Given this,thefederal government must make adjustmentsto compete
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for its share of today’ s fluid workforce by making it more attractive to enter agencies mid-career.

Federal agencies should encourage individual sto enter the government as managers at both
the Senior Executive Service (SES) and non-SES management level (GS-13to 15) by offering higher
levelsof compensation. For example, the IRS already has the authority to offer levelsof pay higher
than that established for the SES as a way to attract the best mid-career private sector managers.
Without this special pay authority, it is clear that the IRS would not be able to match the level of
compensation that these individuals command in the private sector.

The Subcommittee recommends that specia pay authority be given to all federal agencies
on asimilar limited and restricted basis. The secretary or agency head would have the authority to
appoint individuals and fix their compensation only if they are exceptionally well qualified and
filling a position which requires expertise of an extremely high level that iscritical to the agency’s
successful accomplishment of itsmission. Under no circumstances could an employee’ stotal annual
compensation, including all bonuses, exceed the maximum amount of total annual compensationfor
the vice president. The terms of such appointments could be limited as well.

Furthermore, peopl e enteringmid-career should be granted thebenefitsassociated with mid-
career, such asincreased vacation time and other time-accrued benefits. For example, individuals
entering federal service after 15 years in the privae sector would mog likely haveto surrender a
considerable amount of vacation time, as they would start earning annual leave & the rate of four
hours per two-week pay period. In other words, agencies currently must ask mid-career
professionalsto accept a benefit typically offered to the most junior employees. NASA Inspector
Genera Gross explained to the Subcommittee how frustrating this can be for the new, more
experienced employees and how it damages her ability to recruit people in mid-career. The
flexibility to offer higher annual compensation and leave ratesto top performing candidates or for
difficult-to-fill postionswould greatly enhance the government’srecruitment capability.

Establish a Gover nmentwide Employee Exchange Program

Still under consideraion at OPM is a proposal to create “a governmentwide authority for
private sector exchanges which will allow Senior Executive Service (SES) membersto go into the
private sector and get the experiences and some best practices and come back into the federal
government and benefit the agencies that they are working in.”*® Such a program would provide
federal managerswith new perspectives and give them exposure to cutting-edge management ideas
and practices. OPM is exploring various ways to establish an executive exchange progam,
including the possibility of developing alegislative proposal. OPM hasinformed the Subcommittee
that if it concludes that |egislation is appropriate, it would expect to submit a proposal earlyin the
next Congress. The Subcommittee supports OPM in its efforts to establish a governmentwide
exchange program.

199 oral tegimony of John Sepulveda, Senate hearing 106-682, May 18, 2000, page 6.
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Enhance Career Development

OPM has proposed that federal agencies should have the flexibility to pay for employees
licenses, certificates, and other professional credentials.*® Absent specificstatutory authority under
current law, agencies may not pay for employees licenses, certificates, or other professional
credentials, or for the costs of examinations to obtain such credentials. However, to compete for
employeesin tight labor markets, the govemment must demonstrate that it values the professional
and career development of its employees. The Subcommittee supports this proposal !

Improve Training

Training is a vital component in making a world-class civil service. The Subcommittee
recommends the following changes, which are based on the Subcommittee’ sMay 18, 2000, hearing
on training, the training survey, and various meetings, to improve employee training across the
federal government.

. Agencies should designate a career senior executive service position responsible for
developing, coordinating, and administering training. Tying traning responsibilities and
budgetsto a specific office would increase accountability. Whilein many instancesit might
make senseto del egate theauthority to prescribe and implement trai ning to agency managers
and smaller units within agencies, a central office should oversee and support training
agency-wideand should be responsiblefor maintai ning acompl ete pi cture of agencytraining

activities.

. Training activitiesshould beexplicitly linked to an agency s performanceplansand strategc
goals. Agenciesshould clearly articulate how their traininghel psto accomplishtheagency’s
mission.

. Training budgets should be centralized where appropriate and a separate line-item for

training budgets should be created so that Congress is able to identify the training budget
throughout the budget process.

. Congress should devote greater resources to training activities through the appropriations
process and ensure that those funds are not diverted elsewhere (this recommendation
described below as well).

10| etter from the OPM to Chairman Voi novich, August 1, 2000, page 3, on file with the Subcommittee.

11 Asnoted above, this year Senator V oinovich sponsored and cosponsored legislation that was attached to

the defense authorization bill and is now law that would provide additional career development options. Section
1121 of H.R. 4205, Public Law 106-398, allows federal agencies to pay for their employees academic degrees, but
delinked this from the requirement that such payment only be for position specific requirements. Section 1122 of
H.R. 4205, Public Law 106-398, allows federal agencies to assist their employees in repaying their student loans.

53



. Agencies should be required to mantain detailed records of their traning activities.
Agencies cannot adequately plan futuretraining activitiesif they have no reliable records of
their past training activities.

. All departments and agencies should work with OPM to institute comprehensive
management succession programs so that they can develop their future leaders. Several
agencies already have such programs. At the Subcommittee’'s May 18, 2000, hearing on
training, the Assistant Secretary of Defense for Civilian Personnel Policy described the
Defense Leadership Management Program, which is designed to prepare future career
managers. OPM conducts general executive training for managers, but agency managers
require advanced leadership training which is closely tied to their agency s missions and
activities. Large departmentsand agenciescouldimplement their own programs, and smaller
agencies could work with larger departments and OPM to develop programs which would
meet their specific needs.

. Agencies should continue the Individual Learning Accounts (ILA) Initiative, which OPM
established last year. The pilot project ran through September 15, 2000, and the
Subcommittee recommends that this program be continued. Doing so requires no new
authority.

Improve Employee Accountability

In 1993, thereport Rei nventing Human Resour ces Management by the National Performance
Review (NPR) noted:

It is also important that changes be made in performance systems to reduce the
amount of timeit takesto deal with poor performers. Far example, thelength of time
that poor performers are given to demonstrate improved performance is often
considered excessive. The 30-day notice period that thelaw requires beforeremoval
or certain other adverse actions can be taken is also too long. After action is taken
against poor peformers, there can be alengthy review and appeal s process. While
an employee’ sright to due process must be protected, thereisaneed for streamlining
the current prooess.™?

Specifically, the report recommended that the notice of termination be reduced from 30 to
15days. It also recommended that federal managers be given special training to helpthem deal with
poor performers.

12 Rei nventing Human Resour ces Management, National Performance Review, Washington, DC,

September 1993, section 5, page 2.
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The problem of dealing with poor performers apparertly did not improve duringthe 1990s.
A survey conducted jointly by OPM and NPR in 1999 found that over two-thirds of federd
employeeswere dissatisfied with the manner in which poor performersweredealt. Only 28 percent
responded that corrective action wastaken when employees do not meet performance standards, and
“many pleaded strongly for something to be done about this problem.”*** The Subcommittee agrees
in general with these observations, and recommends that an outside group, such as the National
Academy of Public Administration, be commissioned to conduct a study of the disciplinary and
termination process and make unbiased recommendations on how it can be overhauled and
streamlined to bring greater accountability to federal employees.

C. Recommendation for Congressional Action
Safeguard Incentive and Training Budgets

Thereis a clear role for congressional appropriations in assuring that adequate funding is
availablefor incentivestorecruitand retain ahighly skilled and motivated workforce and toproperly
train that workforce Too often, award, travel, relocation and training budgets are the first
expenditures cut even though they are precisely thebudgets needed to maintain a competiti ve edge
in today’s labor market. Such incentive and developmental expenses unfortunately become
discretionary in the face of staic or reduced budgets. Many federal managers have informed the
Subcommitteethat they areoften unableto give employeesthe all owabl e retention, recruitment, and
performance bonuses, which can be up to 25 percent of an employee's basic pay, because of
Inadequate budgets. They have also stated that vital trainingis not undertaken for the same reason.
Although Congress should not legidatively earmark incentive funds, congressional appropriators
should be actively aware of federal workforce needs when crafting their budgets and provide
adequate funding for departments and agencies to attract and retrain skilled workers.

V. UNION RECOMMENDATIONS

As mentioned above, Senator Voinovich has reached out to the major federal employee
unionsduring hisexaminaion of human capital management in recognition of theimportant rolethat
they will have to play in reforming of the civil service system. He has met several times with Mr.
Bobby L. Harnage, Sr., National President of the American Federation of Government Empl oyees,
and Ms. Colleen Kelley, the National President of the National Treasury Employees Union, and
before that her predecessor, Mr. Robert Tobias. Mr. Harnage testified threetimes and Ms. Kelley
testified twice during the Subcommittee’s six hearings, and they offered several suggestions for
improving human capital management. The Subcommittee is including the recommendations of
AFGE and NTEU in full in the interest of providing as many suggestions for improving human
capital management as possible.

113 1999 Em ployee Survey: Making G overnment a Great Place to Work, Nationd Partnership for

Reinventing Government and Office of Personnel Management, Washington, DC, March 31, 2000. Retrieved
December 1, 2000, from the World Wide W eb: http://www.employeesurvey.gov/.
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The recommendations of the American Federation of Government Employees and the
National Treasury Enmployees Union follow.

VI.  CONCLUSION

The findings of the Subcommittee on Oversight of Government Managemert leave little
doubt that the federal government isin dire need of a unified strategy to rebuild the civil servicein
light of the demogrgphic and performance challenges that it confronts. The key ingredients in
building and maintaining aworld-class civil service are comprehensive workforce planning, robust
training, theright incentives, and reliabl e performance measurement. It also requiresthat executive
branch appointeesand senior career executives possessan understanding of theimportance of human
capital to their organizations. However, building aworld-class civil serviceisnot an end in and of
itself. The ultimate and maost important goal is to improve federal government programs and
delivery of services to the American people, and this can be accomplished most effectively by
making wiseinvestmentsin the employeeswho run the programs and know how to makethemwork.

Congress and the executive branch must work together on a bipartisan basis to acoomplish
this goal. Identifying and refining the policies and practices that will lead to better workforce
management will also demand communication and cooperation among all interested stakeholders.
It is hoped that this report, and the findings and recommendations contained therein, will invite an
exchange of ideas and begn alegidlative processthat will dramatically improve the management of
human capital and help the new administration better meet the challenges of governing in the 21*
century.
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APPENDIX A

COMPILATION OF WITNESSLISTSFOR
SUBCOMMITTEE HEARINGSON HUMAN CAPITAL

“Total Quality Management: State Success Storiesasa Model for the Federal Gover nment,”
July 29, 1999

Mr. Steve Wall, Executive Director, Ohio Office of Quality Services
Ms. Teresa Shotwell-Haddix, Union Quality Coordinator, Ohio Department of Transportation

Mr. J. Christopher Mihm, Associate Director, Federal Management and Workforce I ssues, General
Government Division, U.S. General Accounting Office

Ms. Deidre A. Lee, Acting Deputy Director for Management, Office of Management and Budget

“Quality Management at the Federal Level,” October 15, 1999
The Honorable Charles O. Rossotti, Commissioner, Internal Revenue Service
Ms. Martha Johnson, Chief of Staff, General Services Administration

Ms. Colleen M. Kelley, National President, National Treasury Employees Union
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Mr. Bobby L. Harnage Sr., National President, American Federation of Government Employees

Mr. J. Christopher Mihm, Associate Director, Federal Management and Workforce Issues,
General Government Division, U.S. General Accounting Office

Mr. JamesR. White, Director, Tax Policy and Administration | ssues, General Government Division,
U.S. General Accounting Office

Mr. Bernard Ungar, Director, Government Business Operations Issues, Genera Government
Division, U.S. General Accounting Office
“Managing Human Capital in the Twenty-first Century,” March 9, 2000

The Honorable David M. Walker, Comptroller General of the United States, U.S. General
Accounting Office

The Honorable Janice R. Lachance, Director, Office of Personnel Management
“The Effectiveness of Federal Employee Incentive Programs,” May 2, 2000

The Honorable Roberta Gross, Inspector General, National Aeronautics and Space Administration

The Honorable Henry Romero, Associate Director, Workforce Compensation and Performance,
Office of Personnel Management

Ms. Colleen M. Kelley, National President, National Treasury Employees Union

Mr. Michael Brostek, Associate Director, Federal Management and Workforce Issues,
Genera Government Division, U.S. General Accounting Office

“Has Gover nment Been ‘Reinvented’?,” May 4, 2000

Mr. J. Christopher Mihm, Associate Director, Federal Management and Workforce Issues,
Genera Government Division, U.S. General Accounting Office

Mr. Paul C. Light, Vice President and Director, Governmental Studies Program, The Brookings
Institution

Dr. Donald Kettl, Professor of Political Science and Public Affairs, LaFollette Institute of Public
Affairs, University of Wisconsin-Madison

Mr. Ronald C. Moe, Project Coordinator, Government and Finance Division, Congressional
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Research Service, The Library of Congress

Mr. Scott A. Hodge Director of Tax and Budget Policy, Citizens for a Sound Economy

“Training Federal Employeesto be Their Best,” May 18, 2000
The Honorable John U. Sepulveda, Deputy Director, U.S. Office of Personnel Management

The Honorable Diane M. Disney, Ph.D., Deputy Ass stant Secretary, Civilian Personnd Policy,
Department of Defense

Mr. Michael Brostek, Associate Director, Federal Management and Workforce Issues,
General Government Division, U.S. General Accounting Office

Mr. Bobby L. Harnage Sr., National President, American Federation of Government Employees
Ms. Tina Sung, President and CEO, American Society for Training and Development
Mr. Thomas J. Mosgdler, Vice President, American Sodety for Qudity
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